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PRESIDENTIAL ADDRESS TO CONFERENCE

Carl Evans-Platt

Director of Recreation
Stoke on Trent City Council

I would like to welcome you all to our 63rd Conference
and Exhibition and I hope you will enjoy the wide range
of papers. The great value of conference is that we can
share time together away from our normal workplace.
We can share ideas; we can discuss things we have in
common; and we can reflect upon what has been
achieved; and what we have to face in the future.

This is a significant moment in our professional
body’s 73 year history. Once again we have taken a
major step. As President during this year I will enjoy the
privilege of representing the Institute at a number of
forums. One of my tasks will be to explain the role and
policies our professional body will pursue. This is a very
responsible role; the work of a professional Institute is a
very serious business, but serious goals can be achieved
in an atmosphere of friendship and enjoyment and we
should not lose sight of our sense of humour.

I will always remember when The Brittas Empire
was first screened that there was a small minority who
felt insulted by the antics of Gordon Brittas and his team.
They felt the programme trivialised their important work.
I know it has been suggested by some people, many of
whom are here today, that there is perhaps some physical
resemblance between Gordon Brittas and myself! In fact,
I know that my chairman and colleagues who are sitting
amongst you now will suggest that this similarity goes far
beyond physical appearance - whatever I say!

I can understand that some people are sensitive to
their ideas and behaviour being a subject for humour.
However, I find the programme funny and I cannot see
that it trivialises anything that we do. In some ways it
actually gives recognition to the place that sport and
recreation now holds in the minds of our communities.
If we complain about being the subject of humour we
place ourselves above the ordinary people. How can we
be above the ordinary people when it is the ordinary
people in their millions that we are here to satisfy? It is
these people who should be the focus and our major
concern. I realise, after a decade of change throughout
the public sector - privatisation of state owned industries,
compulsory competitive tendering, the direct shift to a
business culture in the health and welfare services - it
may not be fashionable to talk about the social wellbeing
of society.

The past decade has brought with it many changes,
and perhaps the greatest is the fact that the only certainty
we now face is that nothing will remain the same.
Uncertainty is now a way of life. Yes, many things are
better than in the 1980s; we have become a property
owning and share owning democracy. But we also have
a society in which people have found greater poverty,
growing despair, increasing anger, lawlessness, and for
many, a vision of the future does not exist.

It is unfortunate that the emphasis on personal
responsibility and money has produced a more selfish 

society. Responsibility for others is no longer fashionable
unless it is a profit centre. And some would suggest that
compulsory competitive tendering has reduced the power
of the customer rather than enhancing it. Being a
customer, even if your rights are spelled out in a glossy
brochure, removes real political power and replaces it
with a rule-based complaints system. As I have read one
chief executive explain: contracting out works well
because it means the council itself can no longer be
blamed and councillors can stand alongside their electors
in blaming those delivering services. A consequence in
leisure is that some have risen to the management
challenge and have enthusiastically become free minded
commercial managers; others have sought to find refuge
behind a detailed specification and to make the client
officer a scapegoat.

Some would argue things are better; some would
argue things are worse. Perhaps Ian Kendall, in his paper
on Thursday, will throw some light on this subject when
he argues to ‘Unchain the Contractor’.

Looking back over the past 20 years that I have
spent in this industry, I have noticed a shift in our
thinking which is reflected in society generally. I recall
then discussions about values, about philosophy,
alongside the technical management issues. In recent
times we have been directed to address the mechanics of
how we deliver, whether we can afford to deliver, what
we can afford to deliver. Money is the ultimate king and
the main subject of debate.

Coupled with this is short termism - financial
targets, balance sheets, profit and survival seem to be
uppermost in many people’s minds. Given this environ­
ment, it is quite right that this conference should focus
on the methods and detail of delivery. The component
parts of the value chain are important. They ensure
efficiency and effectiveness. But in looking at the detail
we are in great danger of losing the greater reason why.

Perhaps it would be more fashionable at some
future conference, and culturally more acceptable, once
again to bring back onto the agenda issues of values and
philosophy, long term social benefit, and the role we
should play in shaping the lives of future generations.

I know that Les Morgan has never forgotten the
why and I am looking forward to listening to him on
Thursday when he discusses ‘Healthy Partnerships’.

I think it would be valuable to remember for a
moment the origins of our sport and recreation heritage
and to appreciate the sentiments upon which we are
founded. In 1973 the Select Committee of the House of
Lords on Sport and Recreation said: “The provision of
sport and recreational opportunity is indeed a social
service, as important to the wellbeing of a community as
good housing, hospitals and schools”. The White Paper
in 1975 recognised that sport and recreation has a part
to play in creating a positive society. “Where the 
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community neglects its responsibilities for providing
individuals with opportunity and choice in the provision
of sport and recreational facilities, it will rarely escape
the long term consequences of this neglect”.

The rationale for modem sport and recreation
opportunities does not lie in the modem market force
economy, nor in a competitive selfish society, nor in a
fashionable leisure trend, nor in the competition for the
leisure pound, but in the historic recognition that it
makes a positive contribution to the health and social
wellbeing of the individual and society.

I have heard it argued that some sport and recre­
ation centres are now being considered to contribute to
the economic attractiveness of an area; and the major
goal is to reduce the subsidy from the local authority for
the running of those facilities to an absolute minimum.
This has been forced upon local authorities and this type
of philosophy does have merits - but is it right? Is it
right that sport and recreation centres should become the
sole province of those able to afford to pay the price,
leaving those who cannot to the parks and the streets?
Why are we being forced to direct our building-based
sport and recreation services at those who can afford to
pay the price? In the end, we all pay for the conse­
quences of poor health.

I would ask you to listen to the papers this week
against this background, and that some of your personal
discussions reflect on the issue of the why of sport and
recreation as well as the how.

And what role does a professional organisation play
in the why and the how? As the oldest professional body
in sport and recreation management, we owe our origin
to die encouragement of the government ministry then
responsible for health. That ministry believed that the
health and social welfare of the community would benefit
by bringing together those who had a common interest in
this sector.

As a truly professional body you would expect that
we only grant membership to those who are vocationally
qualified in sport and recreation management. A person
simply working in this sector cannot gain membership
unless they are actually qualified in this profession. And
I do not believe that these people ever should gain
membership unless they do gain the relevant qualifica­
tions. To go down such an avenue as that reduces this
professional body to a mere association of interested
parties. It would no longer be truly professional.

We are fully aware that our local government
colleagues face many pressures - the demands to reduce
the budget, the requests from people to provide more,
the emerging pressure of local government reorganisation
- and I am aware that at times like this, when depart­
mental structures are under review, protectionism and
departmentalism rise to the fore. As a professional body
we should not be concerned with the creation or the
protection of leisure departments. In fact, given our
aims, there should be great benefits in the sport and
recreation services becoming an integral component part
of education, health and the broader social services. In
that way we can really achieve our aims.

We should not be concerned about the proliferation
of leisure management companies or compulsory
competitive tendering. We should be concerned with the
standards. The departments and the companies are
vehicles and mechanisms of delivery. Our concerns go
beyohd the mechanisms. They focus directly on the
people - the people who benefit and the people who 

deliver. I would encourage local government to give
sport and recreation a significant role, wherever it is
placed in the future, not from a protectionist stance but
because I believe it has value to society, that it can
enrich people’s lives and offer them a better quality of
health.

Turning now to another important issue. There are
in excess of 32 organisations and associations, excluding
governing bodies of sport, operating within the broad
leisure sector. We recognised long ago that our role lies
within the distinct sector of sport and recreation
management. The logic of our thinking was reflected in
the fact that when the framework for national vocational
qualifications was established, a decision was made to
form an industry lead body for sport and recreation, not
leisure. We recognise our responsibility to this sector in
establishing and protecting the standards of knowledge
and behaviour that you, as employers, should expect
from recreation professionals. It is for this reason that
we have produced and established an equal opportunities
policy and a members’ code of conduct. We intend to
remain a strong and independent professional manage­
ment organisation.

We do recognise that there would be benefits in
bringing together the many organisations involved in
leisure to discuss issues of mutual concern and to this
end it has long been our policy to encourage the
development of a Federation of Sport, Recreation and
Leisure Organisations, and we will continue to be
proactive in this area.

Building the quality chain starts and ends with
people. It has been suggested for a long time that people
are the most important resource and our main aim has
been to educate, train and update those who manage and
operate your sport and recreation services. As an
educational charity, all of the money we generate is
returned directly back into education, training and
research. In a society where change surrounds us it is
most apparent, as Sir Brian Wolston has said, that “.. .the
issue today is not to become qualified but to remain
qualified”. A continued involvement as a member of this
Institute guarantees this. I would suggest that it is in the
interests of employers to encourage this involvement.

Our services are also available to many people who
are not in membership. We deliver advice and guidance
to people every day. There are some 3,000 individuals
who attend our short courses every year, and a further
400 will be engaged in studying for our professional
awards. We hold our certificate and diploma examina­
tions every year and it has been a tradition in this
Institute to recognise the best examination candidates. I
would like you to join with me now in celebrating some
of our members’ top examination achievements.

The 1993 examination award winners were then
announced and the presentations made.

I think at this time it is worth remembering that the
Institute’s qualifications are actually specified by the
Sports Council and the Health and Safety Commission in
Safety in Swimming Pools. We are also the only
professional Institute in sport and recreation management
that delivers courses approved under Section 3 of the
Further and Higher Education Act, 1992. That is
important because funding can be made available
throught the Training and Enterprise Councils and Local
Enterprise Councils.
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Our commitment to education and training does not
stop with our own qualifications. We have made a valu­
able contribution and have enthusiastically supported the
development and establishment of NVQs. And we will
continue to maintain a high involvement in this sector.

Turning now to an important issue that will be of
concern to the whole sport and recreation sector. We are
very much a professional body of the industry. Our
policies and development are determined by the views
and work of our own members. We are a democratic
institution and our traditional approach has long been
visible to everybody. Our membership, and the Institute
itself, have long been involved in a wide area of sport
and recreation management. Despite this, we have
actually only really been recognised for our involvement
with swimming pools and indoor sports centres. This has
never been the whole story. The change of name is the
consequence of a natural evolution and reflects the fact
that the term ‘baths’ no longer mirrors the real scope of
what the Institute is involved in, or the work of its
members. But as a professional organisation this does not
mean a dilution of our professional standards. We will
still remain a truly professional organisation and entry
will only be available to those who are vocationally
qualified in sport and recreation management.

In bringing together this conference, we have
considered the many aspects of the value chain and each
of the speakers will develop various themes. We
recognise the difficulties that local government faces in
finance, and that is why finance is the subject of so many 

of the papers. Finance is very important from another
point of view, that of external funding. The potential
benefit to sport and recreation and the arts from the
National Lottery is considerable, provided that money is
going to be additional. One cannot help but wonder, with
the changes that seem to fall upon us every week, that
within a very short time the additional funding will
suddenly become the only funding. The possibility that
this will replace funding from existing local authorities
and the Sports Council, is quite likely. Our conference
will also cover issues of technology, safety, sport, play
management, discrimination and quality systems. I hope
you will enjoy your time with us.

It has been my role to suggest that the value chain
actually starts with reasons - the reason why we built the
facilities in the first place; the reason why we do what
we do; and the reason why we operate as we do. In
thinking about the reasons I have to conclude that we are
far more certain about where we have come from than
where we are now, or in fact, where we are going. This
is why I would suggest that a future conference should
address the real reason we are still here.

In coming to a close, I would ask you to reflect on
the main theme of this address. It has been a long
standing traditional belief that our nation’s health can be
improved in head, heart and soul, by responding to and
encouraging ever greater levels of participation, perform­
ance and excellence.

Ladies and gentlemen, this is the real challenge of
the years to come.
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THE VALUE CHAIN OF SPORT

David Oxley OBE
Chairman, Yorkshire and Humberside Council for Sport and Recreation

Former Chief Executive of the Rugby Football League

I must tell you straightaway that neither as a public
schoolmaster nor as the Chief Executive of the Rugby
Football League have 1 ever had any formal management
training. Like most of you, I suspect, over the years I
have developed an instinctive distaste for and distrust of
jargon. However, during 18 years at Rugby League
headquarters I came to realise the absolute necessity of
becoming a quick learner.

I propose to spend some time defining the Value
Chain, exploring some of its main concepts, examining
the application of the Value Chain to my particular sport,
and raising some questions about the relationship of the
Value Chain to leisure and recreation in a more general
context, questions which other speakers will tackle and
I am sure will answer over the next four full and very
informative days.

Inevitably, perhaps, the Value Chain is the brain­
child of an American, a distinguished economist, Michael
E Porter. It is used for internal strategic analysis. It is a
finance-related model and it is essentially customer led.
All businesses consume inputs in the form of goods and
services bought from third parties; they perform a series
of activities, the process, and they sell their outputs in
the form of goods and services. The difference between
the value of the inputs and outputs is known as the added
value which has been created by the activities of the
business.

The first step in the Value Chain analysis is to
identify all the activities carried out by the organisation.
Some of these will be core activities, the series of steps
directly involved in producing goods or services and
bringing them to the customer. Others are support
activities which do not contribute directly to output but
support the organisation across the range of core
activities.

Support activities would include personnel, finance,
legal services and training. Core activities include such
things as site management, health and safety, cleaning,
maintenance and the all-important programming.

The power of the Value Chain analysis is that it
focuses attention on activities and costs from the view­
point of the customer. By doing this you identify the key
activities that either do, or could, provide competitive
advantage, putting you ahead of the field, and you can
focus the resources of a business on these areas by
reducing or eliminating costs which do not add value for
the customer.

In order to gather, retain, increase and multiply
customers, they have to be attracted by what they see
and delighted with what they get so that they will return,
hopefully bringing family and friends with them.

It really has to be a case of ‘what you get is what
you see’.

(At this point Mr Oxley showed a video featuring
Tina Turner)

That video was an example of sport in the market­
place. It was a tape produced partly by ourselves but
mainly by the Australians as a prelude to their 1991
Rugby League season. I was out there at the time and I
can tell you that it became a cult video in Australia and
gave the Australians a real competitive advantage.
Attendances for the 1991 season increased by 30%. Of
course, there was added value for the customer and the
Association in linking a leading megastar with their
game. That relationship is continuing. Tina Turner was
the principal guest at the Australian Cup Final a month
ago.

As you will see from the conference literature, the
ISRM has identified nine core links in the Value Chain:
management, facilities, finance, programming, people,
marketing, human resources, technology and develop­
ment. Each of these links in the chain will be discussed
and debated at length during the days ahead. Together,
they define the competitive advantage and its ultimate
success or failure in the highly competitive world in
which you all have to operate.

What I want to do now is to consider how most of
these links apply in the highly competitive world of
Rugby League. First I will give you a very brief history
of Rugby League. Soccer has, of course, been played for
centuries. In the 19th century it was formulated into a
structured game with rudimentary rules in our leading
public schools, one of which was Dr Thomas Arnold’s
(and Tom Brown’s) Rugby School where, in 1843, one
William Webb Ellis, during a game between two Houses
on those famous playing fields, ‘with a fine disregard for
the rules’, picked up the round football and ran with it.
He raced to the other end of the field, over his oppo­
nents’ goal line and between the posts, planted the round
ball down and sat on it. He then asked the reverend
gentleman who was refereeing the game, “What do I do
now sir?” The reverend gentleman told him, and that is
why a rugby ball is shaped the way it is!

The game subsequently split into two factions, the
kickers who eventually formed the Football Association,
and the handlers, who eventually formed the Rugby
Football Union.

In 1895, after the greatest sporting row of all time,
a second historic schism occurred. The Rugby Football
League, then known as the Northern Union, split away
from the Rugby Football Union, when 21 northern clubs
seceded over the issue of broken time. They drew most
of their players from artisans - mill workers, factory
workers and miners - whereas the southern clubs tended
to draw their players from public schools and universi­
ties. The artisans in the north could not afford the time
off work to play fixtures. They simply wanted to pay
broken time, to make up loss of wages for bona fide loss
of time, a maximum of six shillings, which in 1895 was
the wages a miner was paid for a 12 hour shift. The true
blue amateurs would not accept that and a split became 

4



inevitable. Ironically, nearly 100 years on, Rugby Union
is having similar intense debates about professionalism.

After the break few people gave Rugby League any
chance of survival. There were many ups and downs but
the game is now approaching its Centenary and is in
pretty good shape.

In 1974 I found it in anything like good shape.
Crowds were dwindling, stadia were crumbling, the
game was dull to watch, there had been a damaging war
between the professionals whose main role is to inspire
and the amateurs whose main aim is to involve people.
Morale was at rock bottom.

There was deep customer dissatisfaction and the
first job was to find out what were the sources of this
dissatisfaction and what our customers really wanted. So
we went through a process of meeting every supporters’
club attached to all the 32 professional clubs, and the
Yorkshire and Lancashire Federation of Supporters’
Clubs. We had phone-ins on all the relevant radio
programmes. We attended dozens of games and, of
course, the post bag was an unfailing source of what the
fans wanted. It was all fairly unsophisticated but very
informative. One thing about Rugby League fans is that
they are refreshingly quick to let you know what they
think!

It was no great surprise to discover that there was
an audience available for high quality entertainment
played in decent surroundings but people will not pay
good money to watch rubbish played in squalor. Too
many of our clubs were offering just that - poor
standards of play in primitive surroundings.

What did the customers demand? First and
foremost, as with all competitive sports, they wanted
uncertainty of outcome. They wanted a high quality
contest. Of course they preferred their side to win but
only after a battle. They wanted ease of access and
parking. They wanted comfort while they watched. They
wanted good standards of food and drink, and toilets,
particularly for the ladies who form a significant and
important part of Rugby League spectators. They wanted
good communications, clear and accurate information, a
highly audible public address system, a good programme
containing relevant information. Above all, they wanted
pride, and they wanted confidence in the game’s future.

So there were strong and immediate implications for
those who managed, played and refereed the game, and
those responsible for the way the game is marketed,
promoted, profiled in the media, financed and developed.

Over the succeeding years we became much more
sophisticated in ascertaining the desires and aspirations of
our customers, especially through the qualitative and
quantitative surveys carried out by the game’s major
sponsors, particularly Bass and Imperial Tobacco.

Over the years we evolved a chain of organisation
designed to meet those needs. It covers:

• Referees
• Player personnel
• Operations
• Coaching and development
• Public affairs
• Marketing and merchandising
• Finance
• Board of Directors.

Referees are, of course, absolutely essential and that
particular element of the organisation is responsbile for 

recruitment, education, fitness standards, appointment
and assessment of referees, as well as for liaison with
their professional body, the British Rugby League
Referees Association.

Player personnel - the players are the game’s
greatest assets. This department is concerned with
registrations; transfers; the tribunal that determines
transfers if there is a dispute over the fees involved;
disciplinary procedures and drug testing. It liaises with
the Rugby League Medical Association where injuiy and
fitness is concerned.

Drug testing is now a very serious issue in all
sports; it is well developed in Rugby League. Four
players, two from each side, selected by random ballot
at half time, are tested by a simple urine test straight
after the game. The Rugby League Medical Association
is a professional body which looks after all aspects of the
players’ medical wellbeing.

Major and international events are the shop window
of the game. Within the organisational structure the
Operations Department is responsible for staging
international events, all League and Cup competitions,
facilities, minimum standards, safety. Rugby League
liaison officers work very closely with local authorities
and others who are involved in the safety of grounds.

Success at the highest level is very important so the
international scene is vital. We have just won two
matches in succession against New Zealand. They are a
very good side and we have managed to make them look
very ordinary. International success is very important for
the image of the game, and for selling the game to your
customers.

Rugby League was hit by the Taylor Report where
facilities were concerned but we did win a concession
from the Home Office. We do not have to go all-seater
as do most soccer clubs. Nevertheless it has cost the
game a great deal of money, some £30 million, and
unlike soccer we do not have a Trust to draw on,
although we have received considerable help from local
authorities and from the Foundation for Sport and the
Arts. There are some new stadia and some shared
facilities. Ground safety and ground sharing really do go
together if we are to maintain the required standards.
Rugby League must ensure that its spectators are as safe
as they possibly can be.

We also set our own Minimum Standards which
operate above and beyond the statutory safety require­
ments where aspects of what a spectator wants and
expects when he visits a ground are concerned. Very
shortly, if a club does not come up to those standards it
will not be promoted until it complies, even if it is top of
the division. We are also very concerned to provide
decent accommodation for the disabled.

Coaching and Development are the future of the
game. They encompass the Coaching Director, the GB
national coach, the national Director of Development, the
Rugby League Academy for the elite players under 19,
all the apprentices schemes, and our liaison with the
English Schools, the Student Rugby League, the British
Amateur Rugby League Association, and the Women's
Amateur Rugby League Association.

The aim is to have more players at all levels. The
development people open the doors and the coaches go
through them. We are very much concerned with
children. Children are the first link in the chain. It is
vital to inculcate the right attitude, and coaching and
development is where it is done. A sense of fair play and 
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ethics, standards which attract or, indeed, may even
educate parents. Through the parents you get more
spectators. We use our star full-time professionals to help
attract youngsters to the game.

Public affairs involve sponsorship, television, press,
radio, major match entertainment, and so on. These
executives work closely with the Rugby League Writers
Association as a professional association. It is very much
the public face of the game. It is about profile and
image.

Sponsorship is essentially a business deal between
friends. The sponsor is not a philanthropist; we are not
talking about patronage here. The big sponsors put their
money in and they expect a return in terms of awareness,
entertainment and enjoyment. Image is very important.

Major match entertainment is very important. At all
major events now, particularly at the Wembley events,
we spend £40,000 to £50,000 putting on the entertain­
ment before the game, with choreographed dances, flag
wavers, cannons, and so on, to excite the fans and to
provide a full day’s entertainment, not just the 80
minutes of the match itself.

Marketing and merchandising - a limited company
was formed, Rugby League Enterprises Ltd, to deal with
this very important side of the game’s business. It is all
about financial and promotional gain. We are talking
about replica jerseys, the huge range of sports and
leisure wear, exclusive logos which are patented, of
course. The public, particularly the youngsters, want
exactly what the players wear. There are specials related
to major events. Hospitality is a very big aspect of
sporting events, selling packages to big companies.
Hospitality is important in selling and promoting the
game; it leads to other things such as sponsorship, but
you must not neglect the real fans or make them feel
envious or superfluous. If you do that, you are dead.

We also had a reciprocal agreement with all our 32
club shops. They sold all our gear in their shops and we
sold club gear in our shop at Chapeltown Road. We have
a thriving mail order business, a road show bus that goes
out for major events to schools, colleges and universities
at the beginning of term with an array of video tapes on
the upper deck and the clothing, equipment etc on the
lower deck. Their professional association is the
Commercial Rugby League Managers Association who
work very closely with the department.

Finance is fairly self-explanatory. The first element
is the box office which is very important. It works very
closely with the shop at Chapeltown Road. They are
interlinked. People will come in to buy a replica jersey
and also to buy their tickets for the next major match, or
vice versa. The box office and shop, along with the
telephonist and reception, are usually the first contact the
public has with the organisation. We did a lot of in­
service training and refresher course training for those
very important people involved in the first ports of call.

The finance department is also involved with vast
amounts of money, some £30 million coming through
Rugby League in a season, but most of it goes out in
distributions to where it is most needed. There are loans
to help clubs fund ground improvements and so on at the
give-away rate of 5% over five years.

The Rugby League Foundation also comes under
this department. That is a charitable trust really dealing
with the development of the game.

The whole organisation is horizontal rather than
hierarchical. I think this is very important. The job of the 

Chief Executive is very much a ‘buck stops here’ one. It
is the public face to a certain extent but the main thing
for me was to orchestrate and delegate, to have confi­
dence in what I felt was an outstanding staff. That is not
a soft option. It is essential that each link in the chain
understands, appreciates, supports and encourages the
work of the other links in the chain. Any weak link
affects value. The old cliche really is true about the
Value Chain. The strength of the Value Chain is the
strength of its weakest link.

We have a Board of Directors comprising the
appointed Chief Executive and five directors elected from
the council of the 32 clubs. They serve for three years
and are eligible for re-election. They usually are re­
elected so we have continuity. It eliminates the strangu­
lating committee structure under which so much of
British sport labours. It means that decisions are speeded
up. We could make decisive and informed policy
decisions based on reports and recommendations from
the professional staff. Relevant, creative but practical
forward planning was possible. It became a model for
other governing bodies. Many are now beginning to
consider a similar structure.

There is still much to do but I believe that over the
years Rugby League has added value for its customers
and gained competitive advantage over some at least of
our rivals. There is certainly a higher quality of play
both at club and international level. There are more
spectators enjoying much improved facilities, although
they are not yet perfect by any means. There are more
players at all levels. There is a greater awareness and
higher profile about (he game which breeds confidence,
pride and, of course, helps us to build finance.

However, by no means is everything rosy. Many
clubs are in severe financial difficulties, mainly due to
poor management. People who are outstanding business­
men outside the world of sport, often let those principles
of good business practice fly out of the window when
they become involved in sport. It is a matter of ego to a
certain extent but I think it is a bit more than that.
Although this phenomenon does cause great concern
perhaps we should not condemn it totally. Sport must be
more businesslike in its operation but it could never
operate on absolute business lines. There has to be a
certain ‘madness’; it has to come from the heart. I
suppose this cannot apply to you as you strive to provide
added value and gain competitive advantage over the
other providers of leisure, recreation and entertainment,
and especially perhaps over the baleful business of doing
nothing which, particularly for youngsters, is the first
step down the desperate spiral of boredom, drugs, car
theft, violence. I am sure you would agree that there is
a very real social input about what you do.

So why is the Value Chain useful in leisure and
recreation? Well, it focuses attention on activities and
costs from the point of view of your customer. It
identifies key activities which can provide competitive
advantage. It can allocate resources more efficiently and
effectively. It can reduce costs which do not add value
for the customer.

All this gives rise to many key questions. Does the
activity add value for the customer? If no, can the cost
be eliminated altogether? Does the activity give com­
petitive advantage? If yes, can the advantage be
strengthened by dedicating more resources to the
activity? Are you in a service industry? If yes, how is
the value of your outputs measured? If costs are cut, 
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does this always necessarily involve a loss in terms of
service to your customers? Has CCT forced you into a
situation where the financial bottom line is all-important,
at the expense of your customers?

All these and many more questions will be tackled
by an outstanding team of speakers and senior seminar
leaders over the next four days. For my part, may I
thank you for involving me at this early stage to set the
scene. I wish you all a most stimulating, fruitful and
enjoyable conference. But there is, of course, life after
conference. It is vital that we look to the future. We
meet in uncertain, troubled, anxious times. Local
government reorganisation is a certainty. The govern­
ment’s plans for the reorganisation of sport and recre­
ation are still a mystery. What is certain is that in any
sensible future scenario, the Institute and you, its
members, must be major players.

Wearing my hat as Chairman of Yorkshire and
Humberside Regional Council for Sport and Recreation,
I have much enjoyed discussing, during my short time
here, ways in which the Sports Council Regions and the
Regional Councils of Sport and Recreation can work
together with ISRM towards our common goals, opening 

up sport and recreation to more and more people - the
young, women, black and ethnic minorities, the disabled,
the unemployed, and providing the means whereby those
introduced to sport can move through participation to
performance and, indeed, excellence if they have the
talent and the will.

If we cut the jargon, what we are talking about is
customers first and foremost. We are talking about
caring, commitment, creativity, collective action, and
above all, perhaps, we are talking about commonsense.
Even on my short acquaintance to date, I realise that the
Institute and its members possess those qualities in rich
abundance. I am, therefore, absolutely certain that on
Friday you will return to the coal face utterly determined
that your operation will be simply the best and that you
will be yet more able to seize those ‘moments in time’
when you are ‘more than you thought you could be’.

At the end of his presentation Mr Oxley showed a
further Tina Turner video commissioned by the Rugby
Football League, ‘Simply the Bestand Whitney
Houston’s ‘One Moment in Time
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THE FINANCING OF LOCAL AUTHORITY SPORT AND RECREATION
A SERVICE UNDER THREAT?

Peter Taylor and Karen Page

Leisure Management Unit, Sheffield University

Introduction
This paper reports on the findings from a survey of local
authorities in the UK, initiated and sponsored by ISRM.
This survey, undertaken in the summer of 1993, was
designed to investigate:
1. What is happening to the financing of sport and

recreation services in local authorities?
2. To what extent does external financial pressure

cause cuts in local authorities’ sport and recreation
services?

3. What local authority sport and recreation services
are under most threat?

4. What responses do local authorities consider in the
face of tightening financial constraints?
Published data on the financing of sport and

recreation by local authorities are either not reliable or
not sufficiently up to date to be of use to representative
organisations such as ISRM, who are keen to respond on
behalf of their members to the changes that are occur­
ring.

The most reliable published data source, Local
Government Financial Statistics, reveals the evidence
portrayed in Figure 1 for the ten year period 1981/82 to
1990/91.
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Fig. 1. Local government recreation spending
(1981-1991)

Source: Local Government Financial Statistics

This shows total spending by UK local authorities
on sport and recreation to have more than doubled in the
1980s in cash terms, and increased by 24% in real terms
(after allowing for inflation). There was one conspicuous
‘flat’ period in terms of real expenditure, 1983/84 to
1986/87, with the last of these years the only one in the
ten years to show a cut in real terms. Nevertheless, in
the 1980s sport and recreation expenditure more than
held its own relative to total spending in local authorities
- it expanded its share steadily from 2.64% of the total
in 1981/82 to 3.63% of the total in 1989/90.

The ISRM/Sheffield University survey updates this
financial picture at a time when the financing of sport
and recreation by local authorities is in a state of great
change and uncertainty. The effects of compulsory
competitive tendering (CCT) on financing are uncertain
because whereas the requirement to accept the lowest bid
might be seen as exerting downward pressure on
budgets, in the many cases of uncontested DSO bids the
budgets may have increased. There is also concern over
the impact of changes in the central government’s
standard spending assessments (SSA) on recreation
budgets - an impact which varies considerably between
different local authorities.

The questionnaire for this survey was sent to 456
local authorities in the UK and 308 replied, a response
rate of 68%. The responses are biased slightly towards
authorities in higher status areas according to the 1981
socio-economic classification of local authorities by
Craig, but not so much as to undermine the validity of
the general results presented in this paper.

What is happening to the financing of sport and
recreation by local authorities?

Table 1 shows that a clear majority of local authorities in
the UK have suffered cuts in their recreation expenditure
in the last two years.

Table 1. Changes in local authorities’ recreation
expenditure in the last two years

% Cuts in recreation
expenditure

% of local authorities

None 25%
1-4% cut 12%
5-9% cut 20%

10-14% cut 19%
15-19% cut 10%
10-29% cut 9%
30-39% cut 1%
40%+ cut 4%

Base: 217 local authorities which answered the question.
(91 local authorities did not provide answers)
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If we just consider the authorities that responded to
this question, 217 in all, three-quarters of these claimed
to have suffered cuts in recreation expenditure in the last
two years, with the typical cuts being between 5% and
15% (claimed by 39% of authorities). Fourteen per cent
of authorities have suffered recreation budget cuts of
over 20% and in eight of the responding authorities the
cuts have been 40% or more.

Base: 305 local authorities which answered the question

Table 2. Changes in local authorities’ capital expenditure on
sport and recreation in the last two years

Changes in capital
expenditure

% of local authorities

Increased 30%
No change 18%
Decreased 52%

Regarding capital expenditure, Table 2 shows that
over half of the 308 authorities surveyed had reduced
capital spending on sport and recreation in the last two
years. However, nearly a third of authorities have
managed to increase their capital expenditure in this area.
Asked whether or not major capital projects had been
approved in the last two years, 63% of responding
authorities replied positively, including half of those
which had suffered a cut in capital budgets. So a
declining capital budget does not necessarily mean the
end of major capital projects. Such projects involve both
refurbishment of existing facilities (in 61 % of authorities
with recent major projects) and new build (in 71% of
authorities with recent major projects). It would appear,
then, that the asset base of local authority provision for
sport and recreation services is still expanding, even in
the face of widespread cuts in capital budgets.

Is sport and recreation suffering more than other
local authority services?

The results from the ISRM/Sheffield University survey
presents mixed evidence on this question. Table 3 shows
this, with over a third of authorities which answered the
question claiming that their sport and recreation services
had suffered higher cuts than other services, while only
a fifth of authorities had given sport and recreation a low
prioritisation in the implementation of budget cuts. To
complicate the interpretation further, fewer than half the
recreation services of low priority status within their
local authorites had in practice suffered higher cuts than
other services.

Perhaps the clearest evidence on this point emerges
from comparisons of authorities’ overall expenditure
changes with their sport and recreation expenditure
changes. This comparison reveals twice as many author­
ities with sport and recreation cuts greater than overall
cuts than vice versa.

One unambiguous piece of evidence emerges from
the survey on the issue of the relative status of sport and
recreation services in local authorities’ finances. About
half of the authorities answering the questions on this
issue had, when required, cut sport and recreation
budgets the same as other services and treated sport and
recreation services as ‘medium priority’. So our
conclusion on this issue is that sport and recreation is
relatively disadvantaged from a low status in only a 

minority of local authorities, but a minority which could
be as high as 30%.

Table 3. Sport and recreation expenditure changes relative
to other local authority services

a) Are sport and recreation cuts pro rata with other
services?

Lower cuts than others
Same cuts as others
Higher cuts than others

% of local authorities

15%
50%
35%

Base: 176 local authorities which had cuts and
answered the question.

b) Are sport and recreation services priority
services?

Sport and recreation is:

A high priority
A medium priority
A low priority

% of local authorities

28%
52%
20%

Base: 230 local authorities which answered the
question. (78 local authorities did not provide
answers)

Having a separate department status for sport and
recreation services does not seem to bestow either
protection or disadvantage with respect to financial cuts,
according to the results from the survey. Sixty-five per
cent of responding authorities had a separate department
with responsibility for sport and recreation services.
Although separate sport and recreation departments are
slightly more likely to have a high priority status within
their local authorities, they are in practice just as likely
to suffer cuts as those sport and recreation services
without their own departments.

What are the effects of financial pressures on the
delivery of sport and recreation by local authorities?

The survey asked authorities specifically about the level
of threat to their sport and recreation services arising
from financial constraints. Table 4 summarises the
responses. It is ironic to say the least that those services
subject to CCT appear to be under least threat from
financial constraints, and Table 4 has been structured to
reflect this finding. However, this should come as no
surprise in the case of contracts with private commercial
companies, since the existence of a contract lasting four
to six years represents a legal protection against cuts.
The only way to implement cuts in such a case would be
to vary the contract, which can be an expensive
manoeuvre. In addition, however, the protection of a
contract appears to extend to contracts with in-house
Direct Service Organisations, even though in this case
the protection has no legal basis.

It is much easier to implement cuts in areas which
are not subject to CCT and this shows dramatically in
Table 4. Another, more unfortunate, irony is that the
sport and recreation services under most threat from
financial constraints are the services most likely to be
deserving of public subsidy - sports development,
community services and social objectives.
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Table 4. Threats to sport and recreation services arising from financial constraint

% of local authorities answering

No threat Neglect Reduction
of service

Elimination
of service

CCT ‘protected’

Dry sports centres 48% 37% 14% 1%
Leisure centres 48% 33% 18% 1%
Swimming pools 51% 30% 18% 1%
Parks/open spaces 33% 45% 22% 0%
Play amenities 40% 26% 31% 3%
Concessions/passports 58% 7% 30% 5%

Not CCT ‘protected’

Sports development 37% 9% 41% 13%
Community services 33% 16% 47% 4%
Social objectives 31% 17% 49% 3%
New initiatives 21% 11% 49% 19%

Base: Those local authorities which answered the questions
(between 229 and 269 depending on the service)

The services covered by CCT, particularly leisure
centres and swimming pools, have long been under
suspicion for not being deserving of their subsidies,
because in practice they provide their heavily subsidised
services for customers who in the main could afford to
pay a lot more (see, for example, Coopers and Lybrand
1981, Audit Commission 1989).

It is interesting to note the position of concessions
and passports in Table 4. On the one hand, it is the most
protected service element in the findings, with 58% of
responding authorities claiming it to be under no threat.
This is made possible, of course, by the fact that prices
can be specified by client authorities in management
contracts. On the other hand, reduction of concessions or
passpons is a distinct possibility in 30% of authorities,
which is a considerable threat to the most obvious
method of providing subsidies to specific target markets.

Table 4 counteracts the guarded optimism expressed
above about the asset base for local authorities’ spon and
recreation services. Il shows that new initiatives are
highly likely to suffer from financial constraints. This is
supported by further evidence from the survey about
expected sport and recreation capital budgets for 1993/94
- half the authorities expect birther reductions, while
31 % expect increases.

Regarding existing amenities, the findings in
Table 4 suggest that even though many are ‘protected’ by
a CCT contract, they are nevertheless under threat of
considerable neglect. The contract typically leaves the
client authority with substantial responsibilities for the
maintenance of physical assets. According to the results
in Table 4, at least a third of authorities are neglecting
amenities as a result of financial pressures. This does not
bode well for the quality of leisure experiences in such
amenities.

Another response to the financial pressures facing
local authorities has been to increase charges by more
than the rate of inflation. The latest CIPFA Charges
Survey 1993/94 demonstrates an average increase, across
29 recreation services being surveyed, of 8.4%. Only
one of these 29 services has a price index below the 

index for the leisure component in the retail price index,
so local authority leisure prices are clearly rising faster
than other leisure prices.

Increasing charges is an obvious and possibly
rational response when financial objectives are becoming
more important. It must be emphasised that in most cases
local authority recreation charges are still highly
subsidised. Therefore, even though the price increases
are higher than the rale of inflation, they are increases on
a fairly low level of price. The limited evidence that
there is suggests that demand for local authority
recreation services is price inelastic, so increasing
charges will increase direct revenues (see, for example,
Scottish Sports Council, 1993).

What are the effects of financial pressures on the
organisation of sport and recreation by local
authorities?

Financial pressures interact with administrative changes
in the organisation of services. When asked if reorganisa­
tion of sport and recreation services had occurred in the
last two years, 71 % of responding authorities replied that
they had. Asked to identify the main reason for reorgani­
sation, 58% of those who had reorganised identified
CCT as the main reason, 30% identified administrative
change and 29% identified cost reductions. Of course it
is likely that many authorities reorganising because of
CCT are also coincidentally seeking cost reductions but,
as noted above, it is not necessarily the case that CCT
has brought about cost reductions. It is clearly the
legislative change to CCT that is behind most reorganisa­
tions, with finance at most a supplementary motive.

Table 5 explores some of the possible organisational
responses to financial pressures. There is clearly
considerable interest by local authorities in all of these
alternative forms of service organisation and provision.
Financial imperatives are rarely the most important
reason for considering such alternative organisational
forms - 19% of authorities interested in partnerships and
11% of those interested in trusts and charitable or 
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provident societies cite financial cutbacks as the primary
reason for their interest (see Table 5b). Nevertheless,
three-quarters of those interested in partnerships and 46%
of those interested in trusts, etc, are motivated in their
interest, at least to some extent, by financial cutbacks.

Table 5. Organisational changes for local authority sport
and recreation services

a) Local authority involvement or interest

Commercial partnerships
Voluntary sector partnerships
Trusts, etc
Licensing
Leasing
Selling off

% of local authorities
involved or interested

73%
71%
80%
43%
56%
26%

Base: Over 300 local authorities which answered the
questions

b) Importance of financial considerations

Finance important:
% of involved local

authorities

to a large extent
partnerships
trusts, etc

19%
11%

to some extent
partnerships
trusts, etc

54%
35%

not at all
partnerships
trusts, etc

23%
51%

Base: 204 local authorities with involvement with
partnerships and 109 local authorities with
involvement with trusts, etc

Conclusions

Information such as that revealed by the ISRM/Sheffield
University survey is important for the strategic defence
of sport and recreation services, not only by representa­

tive organisations such as ISRM but also by individual
local authorities. The evidence in this paper suggests
several productive avenues for such a defence:
• Local authority sport and recreation services appear

to be under greater threat than at any time in the
recent past, but the dimensions of the threat need to
be honestly portrayed. Facts often have a greater
impact than rhetoric bemoaning ‘the end of leisure
services as we know them’. The defence of sport
and recreation services is often necessary within
authorities as well as with central government and
the more data there is to support the defence, the
better.

• CCT is a form of defence for services against
financial cuts. Therefore local authorities should be
encouraged to write into contracts a greater spread
of functions. This applies particularly to social
objectives, which are increasingly bearing the brunt
of financial cuts because they are not adequately
written into contracts.

• Information is needed to service the interest of
many local authorities in alternative forms of
provision, particularly partnerships and charitable
trusts. The advantages and disadvantages of such
alternative forms of organisation need to be made
clear.
Maybe there will be a greater emphasis on ‘slimmer

and fitter’ and ‘facilitatingrather than direct supply’. But
local authority financing, despite the crisis, will remain
a key resource for sport and recreation services.
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STRUCTURE FOR SPORT

Martin Havenhand

Chief Executive, Bassetlaw District Council

Objective
“To examine the place of sport and recreation as a result
of the government’s proposals for the reorganisation of
local authorities”.

The paper addresses the objective through a process
of considering the Structure for Sport through:
• History
• Position Statement
• SWOT Analysis - Strengths, Weaknesses

Opportunities, Threats
• The Future.

History
The Role of Local Government
The traditional municipal swimming pool was once a
proud symbol of a local authority’s place in the commu­
nity. Most are now closed or seen as relics of a bygone
age. Local authorities have been nudged or shoved
towards new swimming pools and the general leisure
concept.

Local government has played a crucial role in the
past 20 years in delivering sporting and recreational
opportunities for the community. The concept of 'Sport
for AIT has been adopted, promoted and delivered by
local authorities.

In recent years, local authorities have borne the
main burden of capital investment in purpose-built
facilities for sport and recreation, spending £1.04 billion
in 1991/92.

The involvement of local government in sport and
recreation has transformed the sporting life of this
nation.

Local Government Reorganisation 1974

Sports facility provision received a major boost prior to
the reorganisation of local government in 1974 as local
authorities committed their remaining expenditure and
balances on local projects before going out of existence.

Within the new local authorities which were created
sport and recreation began to have a much higher profile
than it had previously enjoyed, particularly at district
council level, as it became fashionable to provide
attractive local amenities - with new sports centres
constituting one of the most significant areas of expendi­
ture.

Local Government Reorganisation 1985

The abolition of metropolitan county councils and the
extension of powers of the existing metropolitan districts
to all-purpose unitary authorities unfortunately resulted in
a reduction in total expenditure on sport, recreation and
leisure.

Position Statement
Two Tier System of Local Government
Very few county councils have developed comprehensive
leisure departments but where they do exist they quite
obviously have made a significant contribution towards
Sport for All, particularly in relation to the community
use of school sites.

The county councils’ normal approach where leisure
services departments have not been established has been
through providing informal recreation, with planning
departments taking the lead role, in addition to the
education service providing youth and adult education
programmes.

There are some very good examples of good
practice between county councils and district councils but
there are also many areas of England that have very
poorly co-ordinated provision for leisure.

Leisure services and facilities have been used by
many local authorities to help economic development and
the promotion of an area for tourism. However, there is
also an increasing acceptance that sport, recreation and
leisure can contribute in its own right towards an
improved quality of life for a local community.

More recently leisure services and leisure service
departments have placed their emphasis on sports
development and outreach programmes, taking sport and
recreation opportunities out to local communities.

The current two-tier system has provided a
patchwork of leisure services displaying in many areas a
distinct lack of co-ordinated policies and objectives
resulting in an obvious under-utilisation of the available
resources.

Metropolitan District Councils

A brief summary of existing metropolitan districts which
have been all-purpose local authorities since 1985 but
have also had one local authority delivering education
and leisure since 1974, shows that each local authority
manages its services differently to meet local needs.

St Helens, an authority which developed a nationally
recognised leisure service during the 1980s, has recently
abolished its community leisure department (in 1992).

The youth service and arts provision has returned to
the community education department; the recreation
service is now a function of the operations division; and
the library services are managed through the chief
executive’s department.

Manchester, a major city which has never devel­
oped a comprehensive integrated leisure services
department, has recently seen its recreation service being
incorporated within an education service which has been
losing its power and responsibilities through the process
of local management of schools.
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Lewisham, one of the leading London boroughs in
leisure service provision, has recently dismantled its
leisure service, with its major functions being distributed
to other service areas.

Trafford, where I worked before moving to
Bassetlaw, established a leisure services directorate in
1985, but with the rationalisation of departments in 1990
the leisure service was merged with environmental
services including environmental health, environmental
planning and the operational services of refuse collection
and street cleaning, with a major shift of emphasis
towards matters relating to the environment.

Managing Change
Managing change is not just an empty slogan. Since 1989
local authorities have recognised the need to develop a
capacity to manage change. The proactive authority takes
change as an opportunity and shapes its effects. The
reactive authority sees change as a threat and its response
is one of grudging compliance.

Fitness for Purpose
Most local authorities have changed their organisation
and management structures in recent years. This has
tended to be incremental change to meet the latest round
of legislative changes. Many local authorities arc now
realising that more radical changes are needed, with the
cumulative impact of all that has happened demanding a
more substantial response. Those authorities finding
themselves on the verge of local government reorganis­
ation now have the opportunity to redesign their own
organisation.

SWOT Analysis
To enable an assessment on how sport, recreation and
leisure will be provided in the future it is possible to
review the current strengths, weaknesses, opportunities
and threats of local government provision in these service
areas.

Strengths
• Provided opportunities for people’s increased

leisure time.
• Responded well to Compulsory Competitive

Tendering and the commercial approach.
• Experienced in providing for customer needs and

service delivery.
• Customer care orientated.
• Cater well for existing users.
• The concept of Sport for All has been addressed.

Weaknesses

• Non-statutory function
• Lack of professional focus.
• A loose formation of leisure related activities.
• Has not established itself sufficiently.
• Lack of any leisure coherence nationally.
• Traditional leisure provision has not been meeting

individual needs.
• Insufficient knowledge of the local needs.

• Has not responded to the age changes in society and
the local community.

• Have not materially increased market share.

Opportunities 

• Local government reorganisation.
• Improved professionalism.
• Sport and recreation industry lead body

occupational standards.
• Explore new ways of delivering services.
• Influence more directly young people through

the education service.
• Compulsory Competitive Tendering

and the professions.
• Partnership opportunities with other agencies.
• Development of community organisations.

Threats
• Local government reorganisation.
• Increasing importance of environmental issues.
• Council tax capping.
• Education reform.
• Leisure has had its day!
• Generic client monitoring.
• Large direct service organisations.
• Supermarkets versus comer shops concept.
• Reducing market for sport and recreation.
• Uncertainty.

The Future
“The case for sport, recreation and leisure has been
made and is now accepted as an important ingredient for
maintaining our quality of life” - or is it!

Leisure in a Unitary Authority Structure
Analysis of the 63 first phase district submissions shows:
• sports, recreation and arts are

linked with education 47 (77%)
• tourism and economic development

linked together 39 (64%)
• freestanding leisure departments 8(13%)

Analysis of the 15 second phase district council
submissions in Leicestershire and Nottinghamshire
shows:
• sports, recreation and arts are

linked with education service 11 (73%)
• freestanding leisure departments 4(27%)

Survey of Chief Executives
Asked for their assessment of likely influences upon
change in the next three years in local government,
chief executives paint a picture of intensifying pres­
sures:
• 95 % expect the extension of competition to impact

on their organisation;
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• 90% rate financial restrictions as a key influence;
• 4 in 5 chief executives expect the local government

review to influence their approach to organisation;
• changing public expectations, ‘charter’ approaches

to public services and new ways of delivering them
are highly rated;

• the changing local economy, changing member
priorities and green issues are all anticipated
influences.

The Private Sector
The private sector, both commercial and voluntary, can
neither be relied on nor expected to provide full public
services to meet the needs of local communities.

Ability of Local Authorities
There is genuine concern being expressed about the
ability of local authorities to maintain, let alone improve,
their current sport and recreation services.

History of Local Government
A brief history of local government since 1945 shows the
emergence of major service areas in local government
and the changing priorities over that time which gives
some indication for the future.

1945-1955 shows the development of the welfare
state, the national health service, the education service
and the establishment of many public utilities.

1955-1965 shows the development of the engineer­
ing profession while local government was contributing
significantly to the rebuilding of infrastructure throughout
the country.

1965-1975 shows the emergence of the town and
country planning service to ensure that the developments
that were taking place at that time were in the best
interest of the local community and would be beneficial
for future generations.

1975-1990 shows the introduction and development
of the sport, recreation and leisure service.

1990-2005 will be the development of a new set of
three Es, i.e. Environment, Europe and Economic
Development.

It is absolutely vital at this stage in local govern­
ment evolution that sport, recreation and leisure
maintains and sustains its position within the local
government industry.

Marketing

Central government, particularly in relation to the
housing service, places significant emphasis on local
authorities identifying local housing need. It is therefore
essential if leisure is to maintain its position within local
government that local authorities must identify local
sport, recreation and leisure needs and then produce and
deliver appropriate strategies to meet those identified
local needs.

New Era for Local Government

Local government is passing through a period of great
change and uncertainty. Yet there is still a vital role for
local authorities to play in achieving local political
objectives and maintaining a vibrant local democracy. If
they are to play such a role successfully, authorities need 

to devise forms of organisation that reflect their political
priorities and local circumstances.

Fitness for Purpose
A new report from the Local Government Management
Board, Fitness for Purpose, shaping new patterns of
organisation and management, uses four illustrative
models of local government to show how particular
choices can create a dominant role for a local authority.

Direct Service Provision Model
The traditional approach to local government services is
likely to be directly delivered by professionally skilled
staff in hierarchical structures overseen by functionally
based committees.

Commercialism Model
Maximising the role of the private sector in the provision
of local services. A commercial approach within the
authority is encouraged through a client/contractor split,
with the council’s role focusing on the specifying and
letting of contracts.

Community Governance Model
‘Big City Government’ which identifies the needs of the
area and uses all means to meet them. These include
direct service delivery as well as co-operating with
private sector companies, voluntary bodies and govern­
ment agencies.

The Neighbourhood Approach Model
Power is devolved to areas within the authority to
encourage involvement by local communities.

Conclusion

• None of these is a blueprint for a particular
authority - every local authority contains elements of all
four. However, each authority should decide its own
dominant ethos through open discussion of the various
strategic choices at the political level.

• Once a local authority has decided on its dominant
role, it needs to organise itself to achieve its objectives.
‘Fitness for Purpose’ is necessary if the authority is to
implement its identified priorities.

Role of Elected Members

The new period for local government requires elected
members with vision and devotion to the local commu­
nity to ensure that sport, recreation and leisure remains
on the political agenda whether in an enabling or a
provider role. One of their first main purposes is to
ensure that leisure committees or leisure functions are
contained in major service committee areas to ensure that
sport, recreation and leisure has a mechanism to continue
to contribute to improving the quality of life of an area.

The Government’s Objectives for Sport

The government’s objectives for sport are contained in
the document Sport and Active Recreation produced by
the Department of Education and Science in December,
1991. Those objectives are:
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1. To ensure that physical education takes its proper
place in the school curriculum, and to ensure that
pupils participate regularly in sport and physical
exercise.

2. To promote physical exercise and participation in
sport and active recreation by adults giving support
where appropriate to the provision of facilities and
of opportunities for participation.

3. To help participants in sport to achieve higher
standards of performance and to enable those with
a potential to excel to do so.

4. To promote better use of local authority and school
sports facilities and partnership with the private
sector in the provision and management of sports
facilities.

5. To promote sport for people with disabilities and
to encourage the greater integration of able bodied
and disabled people in sporting activities.

6. To promote fair play, supported by an effective,
independent drug testing regime.

7. To promote the interests of UK sport internation­
ally.

Statutory Provision

It is becoming more and more important, particularly for
the future of sport, recreation and leisure, for it to
become a statutory service for local government.

Unitary authorities would then be able to act as
providers, enablers and co-ordinators for the local
community, implementing a strategy to meet their local
needs with the necessary resources being made available.

Proposed Resolution

It is my view that it is absolutely essential for a sport,
recreation and leisure service to be made mandatory and
therefore I would propose to you the following resolu­
tion.

“That this conference calls upon the Secretary of
State urgently to consider legislation to give
statutory and mandatory powers to local govern­
ment to provide for sport, recreation and leisure.”

(The resolution was unanimously supported)
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PLANNING OBLIGATIONS FOR SPORT AND RECREATION
The Approach of the Sports Council1

The Findings of the Study2

David Payne1 and Professor Martin Elson2

'Head of Facilities, The Sports Council
department of Town Planning, Oxford Brookes University

Introduction
1. The topic of Planning Obligations for Sport and
Recreation will be presented by two speakers:
1.1 David Payne - Head of Facilities Unit, Sports
Council, will introduce the topic and cover two areas:
• why the Sports Council undertook a study on

Planning Obligations; and
• why it is important for sport and recreation.

1.2 Professor Manin Elson - Professor of Town
Planning at the School of Planning, Oxford Brookes
University will explain:
• what we found in the study; and
• provide guidance/advice for future work.

Why the Sports Council Undertook a Study on
Planning Obligations (David Payne)
2. From the mid 1980s there was extensive new
housing development in the south east of England,
especially in Hampshire and Berkshire. Associated with
this new housing development there was some provision
of social and community facilities, ostensibly open space,
children’s play areas and formal playing fields. These
new developments were often on a very large scale,
ranging from 500 to 5,000 houses with upwards of
12,000 people resident in the larger developments.

3. A number of significant features characterised this
type of new development:

3.1 it was large scale and, although concentrated in-the
south east of England, it was spreading through England;

3.2 it was developer led, in the sense of developers
saying what they would, and would not, provide as social
and community facilities;

3.3 local authorities did not (by and large) have a clear
rationale for what they considered appropriate and
reasonable in these new developments and were therefore
unable to produce their own guidance on what level and
type of social and community facilities were needed;

3.4 developers were not providing built sports facilities
or, if they were, they were second phase or combined
with school buildings. This was often acceptable as long
as the second phase was provided as originally intended,
but often this did not happen and school sites were used
for house building;

3.5 agreements were not watertight and the rationale for
projects was not clearly defined, negotiated and binding.

4. Most significantly at this time, however, there was
a change in the ground rules set by government in the
definition and operation of planning obligations by
central government.

5. In the early 1990s there were three significant
changes which altered the rules which applied to planning
obligations. These were:
5.1 1991 Planning and Compensation Act;
5.2 DoE Circular 16/91 on Planning Obligations; and
5.3 Planning Policy Guidance Note 17 on Sport and
Recreation (September 1991).

In essence, the previous government position of a
limited role for planning obligations was superseded by
new advice.

6. In summary, this

6.1 specifically lists sport and recreation as necessary
community benefits in housing, retailing and commercial
developments and these developments should not go
ahead without these facilities;
6.2 states that developers’ contributions are significant
in meeting the costs of provision;

6.3 raises the importance of development plans
(especially local plans) which should give a clear
indication of types of development where local authori­
ties will seek to obtain obligations with developers; and

6.4 in the case of small developments (of say five
houses), states that contributions will be expected from
developers to upgrade nearly facilities of open space.

Summary

7. To summarise, the Sports Council undertook this
study because;

7.1 new housing developments were going ahead but
without adequate provision of open space or playing
fields and rarely providing sports buildings;

7.2 Government changed the ground rules for planning
obligations moving from the developer led approach to
use of the planning system especially to identify needs,
locations and the type of sports and recreation develop­
ment it wants as planning obligations; and
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7.3 we wanted to provide clear and practical guidance
on:
• what planning obligations are;
• examples of what they have achieved directly; and
• guidance and advice on how to negotiate planning

obligations in the future.

Why are Planning Obligations Important for Sport
and Recreation?
8. Why are planning obligations important for sport
and recreation?

Quite simply:

• they are a legitimate way of providing for much
needed community level sports and recreational
facilities;

• development costs are shared between the public
and private sectors (but through a negotiation
process);

• they can apply to very small developments and
provide a contribution to existing facilities nearby
- the community chest approach. Also the revenue
costs of these existing facilities are known and
investment through a planning obligation could
improve buildings and reduce revenue costs;

• they can be the catalyst for partnerships between
private, public and voluntary sectors to provide and
manage local community, or sports clubs projects;
and

• they can provide commuted payments for open
space management.

8.2 Obligations provide new investment in sport and
recreation. In 1991 this was between £35-£40m when the
economic recession was at its height! This investment is
approximately equivalent to what the FSA invests in
sport and recreation on a full year.

8.3 It is important to identify what facilities are
required, and where, and where not, to leave things to
chance. The Sports Council wants to assist with this
planning process. We aim to provide clear guidance on
levels of facility provision appropriate in new housing
areas. Others can then use that as a yardstick, under­
standing how the needs have been identified.

Summary
9. So in summary why does the Sports Council think
planning obligations are important:
• they are a legitimate way of providing much needed

new facilities, or upgrading existing ones;

• they allow the local authority to identify clearly
what they consider is needed, and why and where
it should be provided. They do not leave things to
chance; and

• they create opportunities for people to participate in
sport and recreation and create a better quality of
life.

The Scope of Planning Obligations (Martin Elson)
A planning obligation is a contract made between a local
authority and an applicant/developer/landowner  to secure
the use and development of land in ways which cannot be
secured through planning conditions. The guidance states
that obligations should only be sought where they are
necessary to the granting of permission, relevant to
planning, and directly related to the development to be
permitted. The tests of reasonableness in Circular 16/91
include, inter alia, whether what is required:
• is directly related to the proposed development, for

example comprises reasonable amounts of open
space, or social, recreational, sporting or other
community provision the need for which arises
from the development;

• is designed to secure an acceptable balance of uses;
• is intended to offset the loss, or impact on an

amenity or resource present on the site prior to
development;

• will, in the case of a financial payment, contribute
to meeting the cost of providing facilities in the
near future; or

• will secure the implementation of local plan
policies.
PPG 17 Sport and Recreation gives more specificity

to the above guidelines. Its main provisions are listed in
Table 1. Ambiguity is removed because the advice:
• lists sport and recreation as necessary community

elements in schemes;
• accepts the legitimacy of contributions for off-site

provision, as long as the need for them arises from
the development, and

• accepts a compensatory rationale, allowing the
impacts of a development (for example, in terms of
the loss of a playing field or sports building) to be
compensated for elsewhere.

Table 1: The PPG 17 Guidelines

Obligations for sport and recreation can be:

• an important component in housing, major office
and retail schemes

• an after use for reclaimed land, including commer­
cial docks and mineral workings

Obligations might cover:

• on and off-site facilities related to the development

• for small developments, a contribution to nearby
sports and recreational open space

• alternative provision where recreational land or
open space is lost

(The full text is in PPG 17 Sport and Recreation, paras 20 and
21)
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Case Studies
Some 19 case studies are detailed in the Sports Council
study, with examples from areas as varied as Yorkshire
and West Sussex, and Gloucestershire and Norfolk. In all
cases the planning obligations have been signed and, as
of 1993, around one half have also been implemented.
Four case studies involve the provision of recreational
facilities in new housing areas. At Taverham, Broadland
District (on the western edge of Norwich), for example,
two large areas of playing pitches, with changing
accommodation, and a community hall have been
provided. On the northern edge of Bracknell, Berkshire
a mixture of new on-site pitch provisions, including an
all-weather multi-use area, will be complemented by the
comprehensive upgrading of existing tennis courts, play
equipment and a youth and community centre off-site.
Commercial and retail projects with recreational facilities
include a swimming pool in conjunction with an edge-of-
town superstore in Shoreham-by-Sea; a bowling green
and clubhouse in conjunction with new campus office
development in Eastleigh, Hampshire; and the transfer to
the local authority of a site for a new swimming pool for
the town of Buckingham in conjunction with a large
mixed residential-retail development close to the centre.

In a number of cases contributions to off-site
provisions have been negotiated. At Didcot, Oxfordshire,
for example, contributions from a large peripheral 1000-
unit housing scheme have been put towards the capital
cost of a new indoor swimming pool in the centre of the
town. In Twyford, Berkshire, improvements have been
made to the town playing field (Stanlake Meadow) at a
cost of £200,000. This is in lieu of on-site provision in
a nearby housing area. The examples of replacement
facilities include the provision of an all-weather synthetic
grass pitch for dual use at a school in Quinton,
Birmingham to replace the loss of privately-owned grass
pitches nearby. The after-use of mineral land for leisure
and recreation can also be secured by planning obliga­
tions. An example given in the study is the scheme to
secure sailing and windsurfing on two wet gravel pits at
Girton, seven miles north of Newark, in Nottingham­
shire.

Local Plan Policies

In tune with the plan-led philosophy of the 1991 Planning
and Compensation Act the guidance stresses the impor­
tance of including policies for planning obligations in
statutory development plans. Policies in plans should
include both:

• the types of development, and

• the areas, where obligations will normally be
sought.

A scan of emerging local plans and UDPs produced
the types of development situation and areas shown in
Table 2. Important situations here included the use of
contributions for dwellings on small housing sites to pay
for improvements to village playing fields defined in a
local plan; where land needs to be acquired to locate a
sports facility more centrally in a town; or where the
need is to secure contributions from a number of
developers for a new town-wide facility. In some cases
the need to create new patterns of access, for example
cycleways, bridleways or footpaths linking urban areas
to the countryside, were policies also included in plans.

Table 2: Local Plan Policy Situations

1. On-site sports provisions in major housing
schemes (including new settlements) where the
need has arisen from the new development.

2. In smaller housing sites, contributions for off­
site provision in lieu of on-site provision.

3. On larger sites, contributions for off-site im­
pacts (e.g. extra use of local recreation
centres, or other dual-use/community facilities
nearby).

4. Replacement facilities, of equivalent quality
and access, where provisions are lost.

5. In conjunction with major retailing schemes
(often edge-of-town).

6. In conjunction with major office, or other large
urban redevelopment and mixed-use schemes.

7. Where land needs to be acquired and premises
built for one centralised indoor facility serving
a number of villages.

8. Securing the after use of mineral or waste
disposal sites.

9. To create new patterns of access: cycleways,
bridleways and footpaths linking urban areas to
the countryside.

10. Where contributions require to be secured
from a number of developers/applicants
towards a new town-wide facility.

Developing a Strategy

Planning obligations should not be left to chance. A flow
of contributions made up of land, buildings, and access
arrangements for sport and recreation emerging from
obligations, should be seen as an important element of a
local authority’s programme. Borough and district
councils should adopt a broad strategy, involving a set of
procedures, to assist in structuring the planning
obligation process. In this way any benefits of negotia­
tion to the local area will be maximised. The main
elements of the recommended approach are:
• develop a knowledge of local requirements, and the

likely impacts of any development proposed in the
local plan;

• develop a team approach to negotiation, using
experience from leisure, landscape and valuation
skills available to the authority;

• incorporate policies into local plans (see Table 2);
• consider preparing development briefs specifying

sport and recreation requirements for important
sites. These could comprise Supplementary
Planning Guidance;

• consider listing requirements, preparing a document
to give developers and others an early indication of
infrastructure and services likely to be required as
a result of their proposals, and

• develop a code of practice for negotiations which
details the ground rules for negotiation with the
authority, the roles of the different parties, and
which satisfies cdncems over public scrutiny and
access.
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GETTING THE ACT TOGETHER

Stephen Studd and Neil Allen

Facilities Unit, The Sports Council

Stephen Studd

For the past two years the Sports Councils’ Management
Award has focused on dual use.

The management task is to make things happen - to
ensure that the physical, human and financial resources
which are available to an organisation are directed and
controlled to produce the service and products that
organisation wants to achieve and deliver. That is the
fundamental role of a manager and the fundamental
function of management. In these circumstances, a
manager is responsible to his or her employing organisa­
tion for producing the results that they wish to see.

However, in dual use there is a more complex
management situation. Dual use is the community use of
school facilities. It is a well established and proven way
of opening school facilities to community use and it has
been with us for more than two decades now. But it is
not a simple, single organisation method of delivery. It
is a partnership. It brings with it a new and broader
management challenge. Management of a school site has
traditionally drawn its resources from two organisations:
the education authority (county council) and the
recreation department (district council). Management has
to meet the objectives of those two client organisations,
and on their behalf, provide a service for two different
sets of customers - the community and the school.

The challenge for the management is to create a
synergy, and ensure that a shared vision can be adopted.
Where the objectives and policies have not been
reconciled the full potential of dual use has rarely been
fulfilled. Yet the situation faced by the two traditional
dual use partners is making the development of a joint,
clear direction for dual use management much more
difficult to achieve. It is with this background of pressure
and changing relationships that the Award has been run
in the past two years and focused on dual use sites.

Let us look at the partners in turn. Legislative
change has put both partners in the dual use partnership
under pressure. In the local authority field, the split
between district and council input is too simplistic. Even
within a single organisation such as a district council,
there lies a variety of interests that need to be reconciled,
and clear objectives and policies set. The interests of
councillors are influenced by party politics, local
constituency interests, competition between services
represented on their different committees. These need to
be reconciled in a clear statement of intent, a clear
strategy. That is management challenge number one.

The officers of the district have to achieve this
clarity of purpose and then work together to put it into
action, despite the pressures for division with CCT and
a separation of client and contractor departments. That is
the second management challenge.

The added pressure on local authority spending
caused by capping and standard spending assessments is 

making it much more difficult to put the vision into
action. To find resources and preserve those resources is
management challenge number three.

The situation in county councils is very little
different. The same variety of political interests have to
be reconciled. The traditions, the demands and the
traditional services of community education, adult
education and youth services need to be brought together
into a coherent policy of lifetime and community activity
and learning.

There are further pressures on the counties caused
by local management of schools (LMS) and grant
maintained status (GMS) as well. These are making it
even more difficult for counties to put forward a clear
vision into the dual use equation. Their ability to control
and direct schools strategically is being challenged by the
movement towards local control created by LMS and
GMS.

It is also bringing a new element into the equation.
The movement towards local devolved control to individ­
ual schools has given them a larger part to play in dual
use. Perhaps it is a role they always should have played
but have not been able to in the previous circumstances.
The legal, and indeed the total, responsibility has now
been given to governors under LMS in relation to the
community use of their sites. Hopefully, in the 1993
Education Bill this legal responsibility will be clarified
and will confirm the ability of governing bodies to enter
formal community use agreements.

However, the entry of the schools, and their
management structure, into the dual use equation brings
a new organisation that must develop and share a clear
vision of how the site will be used.

So what we were looking for in the Management
Award was an integrated policy; a policy that brings
together on one site the joint objectives of the district,
the county and the school; a policy that results in the
sharing of resources and brings together in one coherent
structure and approach a single management philosophy
for the site.

Often we saw management in a number of guises on
one particular site - the community and adult education
programme; the youth club and youth services; the
community, the district recreation and sports programme;
and of course, the demands of school activities as well,
the curriculum and out-of-school activities. All these
management challenges had to be faced and brought
together under the pressure of financial controls; under
the pressure of local government reorganisation and the
threat that that brings to jobs; and competition between
the partner authorities that are expected to work together
on these sites. It is a complex background to dual use but
there is a major prize to be had.

I will now hand over to my colleague Neil Allen
who will tell you how the entrants to the Management
Award are tackling this challenge.
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Neil Allen
My task this afternoon is to take you through the findings
of the past two years of the Management Award in the
context of the background referred to by Stephen.

Before outlining how the partnerships have worked
by illustration of the good practice examples unearthed
through the Award, I will first touch on the findings of
the partnerships failing to materialise and meet the
challenges. I will comment on the effect of this on the
use of resources and the provision of opportunities on
dual use sites. So, first the negatives and then the
positives.

The general findings are based on a thorough
assessment during both the 1992 and 1993 Awards over
100 centres. The messages will hopefully serve to
illustrate the extent of the challenge ahead. These
observations are made in the context of the picture
painted by Stephen of the pressures and constraints on
the dual use partnership. We are in no way saying that
this is the picture at all centres. It will become clear
later, when I refer to the good practice examples, that
there is evidence of positive partnership arrangements
and flexible working in many parts of the country.
However, I want to outline some of the issues that
require addressing in order for resources to be chan­
nelled as effectively as possible.

The involvement of different funding partners and
often different owners of the same site, requires some
form of legal or management agreement, and a manage­
ment committee to represent the views of the various
parties involved.

Over the past two years of the Award, due to the
various legislative changes, the legal nature of agree­
ments has been a constantly movable feast. Many were
in a stage of redrafting or had been rendered obsolete.
However, it was generally the case that where manage­
ment agreements were evidenced they were written in
such a way as to offer little incentive to enter into more
flexible arrangements that would actually result in a
better used and more economically run centre.

The findings from the award suggested that
agreements had rarely promoted dynamic management,
had hindered positive development, had restricted greater
interaction between school and the community use, and
were sometimes simply being ignored.

The two immovable objects within most manage­
ment agreements appeared to be firstly the time
allocations to school and community use, and secondly
the financial arrangements. Both of these were usually
fixed before the dual use operation commenced and had
rarely been amended to reflect the changing demands of
customers or of the different parties to the agreement. In
many centres this appeared to result in a culture which
was protective of time allocations and a system which did
not encourage sharing of resources for fear of adverse
financial consequences.

At this point I should say that one of the positive
findings of the Award was the excellent committed staff
teams that we came across at all the centres we visited.
However, working within the above scenario, no matter
how dynamic the site management team are, there are
limits to the staffs ability to promote the facility to
certain markets and to exploit fully all the time slots in
the programme.

Many management agreements appear actually to
restrict one of the much perceived benefits of dual use, 

the greater link between school and community participa­
tion in sport. Despite the potential of dual use centres for
more positive links between school and community, there
was sometimes little evidence of co-operation on
programming; or linking curriculum activities with post­
school and club; or interchange between centre staff,
club coaches and school staff. School use and community
use generally remained two separate entities. It was
particularly disappointing to see little attempt to link the
school and community programmes. As a consequence,
the programming of community use during the school
day was rare at many centres. Empty halls were
common, and this was usually justified by reference to
the management agreement, or to the need for the school
to have a fall-back option. Whilst this is, perhaps,
understandable, whether it is wholly defensible on an on­
going basis in the face of the concept of making best use
of shared resources, is questionable and at the least
should be challenged.

Many of the good examples, which I will come on
to later, regularly programmed daytime community slots
which complemented rather than detracted from school
use of facilities. The Award evidence very much pointed
to this intransigence in terms of time being more of an
issue to the school itself.

So, whilst agreements were important in influencing
the use of sites, as Stephen emphasised, the functioning
of the management committee is also key.

The findings of the award suggested that manage­
ment committees appear to face one or both of two
problems. Firstly, the lack of any real power. Their
status appeared to be as a consultative or discussion
forum, with real decisions being taken by another parent
committee. Secondly, there was a lack of representative
involvement. Most appeared to be happy with a kind of
snapshot reporting of progress and did not seem to be
invited, or demand to be invited, to take part in genuine
establishment of policy and meaningful monitoring.

So, whilst the position of management committees
is bound up with the current legislation, a more effective
role for management committees could be to bring all the
partners together in a positive way, to set aims,
objectives and targets in a meaningful way, and work
round the management agreement in a positive manner.
Specifically, they could look to manage the school to
community interface, looking at complementary
programming, post-school activities, joint marketing, and
trading of time slots and resources.

Having painted a rather bleak picture of the Award
findings, I would now like immediately to correct this by
focusing on the centres visited during the Award which
emerged as national winners. I will describe how they
worked round and through the highlighted issues and
developed real and effective partnerships surrounding the
agreement and management committees.

The four centres I intend to look at all approached
community use from a different starting point. All had
different partners and different relationships; different
agreements and committee structures, but they all had
one thing in common which was the formation of
partnerships which ensured the effective use of all on-site
resources.

Kelmscott Leisure Centre in Waltham Forest in
London were the 1992 winners. The Victoria Centre
from Crewe was the 1993 joint winner with Rushcliffe
which is represented here today. Bridgemary and Boldon
were two highly commended centres.
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At Kelmscott Leisure Centre the Award uncovered
a dual use site (hat demonstrated a number of innovative
management approaches which integrated the centre with
the school. Kelmscott is a dry centre comprising a
number of halls, squash courts, health and fitness suite,
and an outside synthetic area, as well as the school and
community provision.

Kelmscott demonstrated an excellent level of
integration between the centre and the school that
provided a real campus approach to the development of
the site as a sporting centre. Their approach addressed
many of the general issues impinging on dual use
management to which I have just referred.

In terms of approach, Kelmscott came from what
might be termed ‘council management with shared
objectives’. This is where there were shared objectives
common to both the council and the school. The facility
is generally managed by the council in out-of-school time
although the programme is jointly developed and the
costs and income are generally shared. The council will
also generally be responsible for the promotion of the
facility and its programme, and will generally fund the
deficit budget.

Taking that model, the three key planks to
Kelmscott’s approach were commitment, contact and
representation - the commitment and contact between
individual officers in the centre and the department, the
commitment of members, governors and school
management to the success of the centre as a whole.
There was also an overlap of membership between the
leisure and education committees which was crucial in
reconciling the different needs and objectives of the
various partners. Finally, there were regular formal and
informal meetings between school and centre staff.

The results and benefits of the various partnerships
formed manifested themselves in various ways.
Throughout the site at Kelmscott there was a full and
effective sharing of all space and resources. All sports
equipment was shared between the school and the centre,
and the centre, alongside the management of its own
programme, was also responsible for marketing and
programming all the available school space for commu­
nity access.

The timetabling ensured that all available slots were
fully utilised throughout the day in a planned
programme. The physical education timetable was set in
conjunction with the centre, a process that involved the
head of PE and the centre staff. The school timetable
was set after this process. The centre timetable was set
first, the PE timetable, and then the school timetable. So
the centre programme actually took precedence over the
school timetable, thus ensuring that the centre was not
hamstrung by curriculum timetabling.

The school and the centre had committed them­
selves to dual use. The need for the provision of regular
- and I emphasise the word ‘regular’ - daytime use
rather than ad hoc availability, was obviously crucial if
the opportunities were to be marketed and well used.
This demanded a joint approach to planning in terms of
provision and programming which was very evident at
Kelmscott.

Throughout the whole site there was an under­
standing of and commitment to the dual use ethos. All
school staff were interviewed on their commitment to
dual use, and the head teacher was on the interview panel
for the centre manager’s post - a unique occurrence.

The approach to site security and maintenance also 

ensured that the full potential of the site was realised.
The site did not have a traditional school caretaker but
benefited from a maintenance officer on site, employed
jointly between the school and the centre, but responsible
directly to the centre manager. Therefore, the centre had
direct control of all site management, both the centre and
the school, supervising opening the centre, cleaning and
contract maintenance.

The site was operated by duty managers from the
centre who have full responsibility for all parts of the site
including school areas. The school was quite happy for
duty officers to have responsibility for security across the
site. This allowed for greater flexibility of access to
opportunities offered by the whole site. So the centre was
not subject to the whim of caretakers to open up the site
in unsociable or non-school hours.

Kelmscott was also operated with a fully integrated
staff team. There was a real willingness at the centre to
help in school activities and vice versa. This was
demonstrated by the enlightened approach towards
exams, whereby the centre staff have the responsibility
for putting up and taking down school exam desks. To
avoid having exam desks taking the hall out of com­
mission for a long period over exam time, centre staff
actually took them down and re-erected them up to three
or four times a day to ensure that the hall was utilised
for sport to the full.

So the responsibility given to the manager for
booking and monitoring all the facilities on site, and the
construction of the school timetable giving priority to
regular community use and the PE programme, laid the
foundation for the integration of school and centre
management. As was stated by the manager when we
visited Kelmscott, it was almost a community leisure
centre with a school attached, rather than the other way
round.

Moving on to the Victoria Centre in Crewe, this
represented a different approach which we termed ‘joint
council/school management’. We have defined this as
being where there are shared objectives which are
developed and managed through a joint committee of all­
party representatives. In this approach the costs are
generally apportioned and are retained by the council, if
they fund the deficit, or retained and controlled by the
management committee.

In order to continue to improve, update and renew
both facilities and equipment, a strong management
agreement and committee structure is key to this model’s
success. This was undoubtedly the situation we found at
Victoria.

Again it was a dry centre including hall, fitness
suite and outside areas, along with the school and
management education provision, all on one site.
Victoria operated under a joint use agreement between
Chester County Council and Crewe and Nantwich
Borough Council. This agreement provided the frame­
work for the operation of the whole site. The framework
provided by the management agreement and the excellent
co-operation were cemented and brought together
through the on-site committee structures. The committee
involved all on-site partners, including the school
governors, and functioned extremely well, taking a
proactive involvement in the centre’s direction and
management policy. The framework provided by the
agreement was matched also by a shared philosophy
between all on-site partners, engendering a spirit of trust
and co-operation on all policy and operating issues. This 
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clearly the benefited the whole community in program­
ming and operational terms.

Owing to the strength of the agreement and
committee involvement, real ownership was evident and
the site clearly operated so that everyone had an equal
stake in its success. It was not a situation which is
prevalent at many dual sites of ‘them and us’.

In practical terms this approach had many key
management benefits. With the safeguard of a strong
agreement and good committee structures in place, the
full potential of the site could be realised and managed
without parochial concerns getting in the way. The
process of site management and maintenance was
undoubtedly assisted by the excellent relationships and
co-operation between the centre and the school. The
centre manager was given delegated responsibility to
manage and programme the whole site as a community
resource. This extended to site maintenance whereby the
head of school actually delegated his budgeting powers
to the manager to control the school maintenance budget.
The manager therefore controlled all on-site maintenance.
This demonstrated a sensible and pragmatic approach,
recognising all the on-site skills and utilising them fully
for the good of the community.

The philosophy was extended to include all
members of staff across the site and, again, during the
assessment visit, the panel was particularly impressed to
see the community education officer actually included
as part of the management team, again ensuring that
programme initiatives were co-ordinated across the whole
site.

The management committee also took a full and
active involvement in all pricing and budget matters. The
co-operation and trust, aided considerably through the
management committee, ensured that financial decisions
were made with all-party consent. As already high­
lighted, the manager was given full delegation in
determining the maintenance budget for the whole site.
Indeed, the whole approach to financial matters symbol­
ised the strengths of the dual use partnership at Victoria.
The county and district both shared income from the
centre’s operation, which meant that all parties benefited
and therefore had a stake in the community use of the
site. As a result, all programmable time was fully utilised
throughout the day.

This togetherness of approach was seized on in
terms of the marketing where the three elements of the
facility - the centre, community education and the school
- were promoted as one site.

The corporate image was excellent and the joint
promotion of the whole site as an integrated resource had
undoubted benefits both for the users, who were offered
the whole site as a community resource with no
boundaries, and the three partners who benefited from
the synergy of this joint approach. Consequently, none of
the partners was precious about their particular empire
and it was the customer, and the delivery of the service
to the customer, which was key to the operation.

Moving on to the final two examples, both Boldon
in South Tyneside and Bridgemary Community Centre in
Gosport, were based on what could be termed the
‘community education’ model of delivery.

In this model management is usually undertaken by
professional community educators or officers, as opposed
to leisure managers. This model often uses sport and
recreation as a vehicle to promote lifelong learning and
personal and social development. The programme is 

generally managed, provided and promoted through
community education staff.

Providing the effective mechanisms are in place to
co-ordinate the various interests, this model can also
provide an effective method of utilising resources for the
community. In the case of both Boldon and Bridgemary,
this was clearly borne out.

Boldon’s success was a tribute to the vision of the
miners’ welfare and Durham County Council, who
recognised the scope and potential for the development
of a community centre at Boldon school. This initial
vision had been realised by the commitment and skill of
the community association members and staff, with
strong support from the school and South Tyneside
Metropolitan Borough Council.

Boldon was a real partnership between public, the
education sector, and the voluntary sector. The local
authority input in terms of policy direction and finance
was given through the education committee and in line
management terms, the manager at Boldon was responsi­
ble to the principal youth and community officer within
the education department. Boldon is a designated
community school and in line with the council’s policy,
management had been passed to the community through
the management committee or the community associa­
tion.

Again at Boldon, a strong management committee
was key to the partnership and sense of ownership felt by
all the on-site partners. Three representatives of the
borough council sat on the management committee and
in turn the activities of the association were reported to
the education committee through the principal youth and
community officer. In practical terms, the management
committee provided real control and direction over the
association. The rapport and relationship with the
community manager was extremely effective. There was
an impression of a real sharing and involvement by the
committee in the decision-making and direction of the
association. Indeed, the commitment of all those involved
at Boldon was exceptional.

The strength and commitment of purpose engen­
dered through the management committee meant there
was a total integration and sharing of facilities and
equipment between the school and the community
association. The school’s attitude of encouraging
community access at all times was a further knock-on
result of the co-operation and trust and was a crucial
element in the successful development of the association.
This resulted in excellent links and close relationships
between the school, the centre and its clubs. The sports
programme was full and wide-ranging, and was built
around activities of about 65 different sections. The
manager did an excellent job as an enabler, responding
to interest from individuals and supporting them by
providing facilities and advice to get new activities
started. The only constraint seemed to be the actual
physical size of the buildings.

This strong club set-up in turn enabled pupils from
the school with ability and interest to be directed to clubs
actually within the centre, so that they could continue
their participation and reach their potential in their
chosen sport, thus making the link between curriculum
activities and encouraging the development of young
talent, by harnessing to the full opportunities presented
by dual use sites.

With 5,000 members, 65 sections, and over 300
active volunteers, Boldon was undoubtedly a real, cost 
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effective community resource that struck at the very
heart of the principles of dual use. All members had a
voice, took part in either policy or practice, and ensured
the on-site resources were used to the full.

Finally, Bridgemary Community Association in
Gosport was also based on a similar community
education model but, whereas the key partner at Boldon
was the community association, the major player co­
ordinating all the various interests at Bridgemary was
undoubtedly the school. Again, Bridgemary relied for its
strength on a strong, representative and dynamic
management committee. The chair of the school
governors was the chair of the management committee
and, as such, the school delegated powers to the
management committee to deliver the community
contract.

The local authority input was provided through the
county council who funded the community service plan
that was developed through the management committee.
The manager, who worked to the mandate of the
management committee, therefore had real power and
responsibility for the whole site which included the
school, sports centre and youth and community provi­
sion, thus ensuring that policy decisions taken by all on­
site partners were implemented by a manager with a
clear mandate and policy control.

In effect, the manager had full programming control
over all on-site community activities. In the case of
Bridgemary, the manager was an employee of the school
and whilst this is a different approach in terms of
integration and ensuring the most effective use of
resources, it again stands out as an excellent example of
providing dual use opportunities.

So the key to effective dual use is undoubtedly to
look at the particular on-site partners and work to ensure
that all their particular strengths are co-ordinated and
made to work as effectively as possible to unlock the
potential of the whole site for the benefit of the commu­
nity.

Brian Mee from Rushcliffe, joint winners of the 1993
Sports Council Management Award, then described the
dual use structure and operation in his authority in
relation to what has been achieved and what remains to
be done. Major factors are the impact of CCT and the
Local Government Review. He also gave a slide
presentation showing details of the programming at
Rushcliffe.

Stephen Studd

Running a school site for the best benefit of the
community is a complex business. If you are actually
going to fulfil the potential of that site throughout 14
hours a day, it takes a lot of management. What has
emerged from the examples that we have talked about is
that there is no one solution. Each one of those examples
has something in common with the others, that is the 

desire for integration and a common philosophy to
develop that site to its full potential. They all came from
different starting points, whether that lead be from
community education, the demands of school activities,
or from the community recreation programme. All those
aspects of management existed on those sites but what
has been the result is one approach to management and
one single focus and control of resources.

The mechanics that we have talked about revolve
around four key parts: a joint agreement to provide a
safeguard for the partners; a joint management committee
to oversee that agreement and put it into action in a
visionary way; single site management with an integrated
approach, with one delivery, one source of central
control; and all that held together by a spirit of co­
operation.

I would contend that dual use facilities are probably
the most important resource that we have at our disposal.
You have already heard this morning about the sports
development continuum: foundation, participation,
performance, excellence. This is all about enabling
people, giving them the opportunity to take part in sport,
to fulfil their own objectives and to maximise their own
potential.

I would say that only on a school site do you have
the opportunity to deal with all four aspects of the
continuum: foundation through the curriculum; participa­
tion by providing children with access to a variety of
opportunities; performance with specialist facilities and
coaching opportunities (including PE staff); and the
opportunity to feed them into the excellence network.

Our final section will look at dual use, the
opportunity. For the pupils dual use offers improved
opportunities through improved facilities. It offers
curriculum support; the curriculum can be linked with
the activities that the centre offers, whether for GNVQs,
NVQs, PE, active lifestyles, we can be educating
children for a lifetime’s enjoyment of sport.

Performance and excellence - schemes like
Champion Coaching make important links to ensure that
when children leave school they can go on and take part
in sport.

For the school, dual use offers improved facilities.
With schools now competing for their markets, as do the
leisure centres, it offers the opportunity to market
themselves, to increase their income, and through the
dual use arrangements they have access to management
expertise in the marketing and promotion of community
activities that perhaps they otherwise would not have.

For the community, it provides them with access in
a cost effective way to facilities, and support for
voluntary clubs that otherwise could be denied them.

All this needs to be led together by good manage­
ment. The Management Award, whilst concentrating on
that relationship, that partnership, did not ignore the
basic ingredients of good management - economy,
efficiency, effectiveness, and particularly in terms of
dual use, integration and innovation.
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MAKING SPONSORSHIP SUCCEED

Gerry Montgomery

Managing Director, Montgomery Leisure Services

Introduction
Major sports events are usually the property of the
appropriate governing body of the individual sport
concerned. In turn, the owner of the event develops
regulations governing the standards and conduct of the
operation within which the hosting body (of the event) is
bound. Non-sporting events are often invented by the
host, and therefore uniquely developed to fulfil individual
objectives. This is often true of festivals and shows.
Sport and community events do carry an element of
financial risk and thus the host is usually required to
underwrite a degree of funding.

All events are not loss making, indeed many
established events make substantial profits. However,
inevitably minority spectator sports and many local
community events do require a subsidy. An examination
of many ‘event budgets’ reveals substantial contributions
from sponsorship, advertising and hospitality.

Whatever the projected outcome financially, profit
or loss, sponsorship is a key contributor to income.

When commercial organisations support an activity,
either in cash or equally important, with benefits in kind
for the purpose of achieving commercial objectives, they
are acting as sponsors. Because sponsorship is under­
taken for commercial reasons it should be clearly
distinguished from charity, and sponsors should be
recognised as customers and business partners. Therefore
it is important that the structure of sponsorship is
designed in relation to the type of event in order to
maximise the commercial benefits.

The purpose of this presentation is to share some of
the experiences gained by the author and his colleagues
concerning sponsorship for major events promoted by the
public sector in partnership with sports governing bodies.

It is intended to illustrate these experiences relating
to four major events with totally different objectives,
namely:

• The World Student Games
• The Sheffield Festival
• The European Swimming Championships
• The Special Olympics UK

highlighting the responsibilities of the client and the
sponsorship agency in optimising the benefits - ‘Making
Sponsorship Succeed’.

MLS - Sponsorship
A brief background to my company’s involvement in
‘events promotion’ and ‘sponsorship development’ is
necessary to provide a suitable context to comment upon
the respective roles of the client (event operator) and the
agency.

My own background is heavily biased to local
authority sport and recreation management - 27 years 

serving five local authorities’ recreation departments in
facility management and sports development events
management. These experiences in the client role have
enabled me to assess the service provided by the
agencies.

My principal colleague in the company, Yuri
Matischen, a Business Honours Graduate with marketing
a specialism, first joined me on the sports team which
produced the programme of 11 sports for the World
Student Games.

Yuri brought additional events management
experience to the company with a professional approach
to developing sponsorship for major events. The third
member of the team, Sarah Backovic, specialises in
advertising sales. Sarah has five years’ experience with
two regional newspapers in advertising, and more
recently held the post of Marketing Manager with an
office furnishing group.

Client Responsibilities

Venue Presentation - the commercial exploitation of an
event is greatly assisted by the quality of the venue
dressing, particularly televised events where the tele­
visual images project the quality of the organisation and
the association of the sponsors with this quality.

In addition to a clean colour co-ordinated venue, it
is important to have a clean venue in terms of non­
conflicting advertising, or indeed, any advertising at all.

Valuation of Sponsorship Benefits - although it is a joint
responsibility together with the agency to establish the
value of sponsorship, clearly the client has an expect­
ation, often preconceived and not related to the value of
the benefits offered.

Agree a Model Contract for all sponsors. This should
address issues including loss or reduction in television
transmission, cancellation of the event, benefit packages,
insurance cover for cancellation or non-performance and
schedule of payments.

Agree a Sales Strategy and target income figures. Clearly
the sales strategy will depend upon the type and scale of
the event. The strategy should address the following
points:
• Major sponsor, one or more
• Official suppliers
• Technical sponsors
• Local sponsors.

In addition to the structure of the sponsors there is
a need to consider the following aspects:

Exclusivity - a fundamental principle of all sports
marketing programmes is that rights are granted to a 
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single company for its respective product category and
that no rights will be granted to any other company in
that category.
Product Category - the desired business area of the
company, for example Coca Cola falls into the category
of ‘soft drinks’.
Supply Source - the provision of technical or service
support to the organisation in areas of specific need, for
example uniforms, transport, timing, storing, etc.
Value In Kind - the provision of services or product as
payment for marketing rights, instead of cash. This
method of providing sponsorship is extremely valuable to
an event, but the method of establishing fair market
value should be agreed at the outset with the agency
seeking sponsorship.
Television - whether an event is televised, or the amount
of television transmission, will have a significant effect
upon the value of advertising displays. Clearly this
relates to the size of audience exposure.

Ensure, together with agency, that benefits sold are
duly given, for example: hospitality areas, compliment­
ary tickets and name on literature.

Agency Role/Rcsponsibilities
When an agency is appointed, the commercial rights are
normally assigned by contract to the agency. Thereafter,
the agent becomes the interface between the client and
the sponsor. It is the duty of the agency to protect the
interest of the client and ensure that all rights sold to
sponsors are provided in full.

The role and responsibilities of the sponsorship
agency include the following:
Identify and Agree the Rights to be Sold. Never promise
what you cannot provide. Commercial companies do not
generally hand money over to sport as a goodwill
gesture. It is a commercial transaction whereby the
company agrees to pay money to a sports organisation in
return for certain considerations. These considerations
will be defined in the contract which is signed when the
terms are agreed.
Prepare Benefits Package for each category of sponsor
and agree with the client. Incorporate the agreed benefits
packages into a sales proposal and presentation document
and commence sales. It is important that services are
identified which you are able to provide before the
negotiations begin.

Once a contract is signed to provide these services,
it is understood that there is a legal obligation to make
every effort to provide them.
Design the 'Look’ for all advertising displays and
negotiate with television, where appropriate, the size and
location of advertising display material which will be
considered to be within television shot.

Prepare Draft Contracts for agreements with the client
which must clearly reflect the rights sold, together with
all conditions; also, the consideration in cash or kind
with a schedule of payments.
Servicing the Sponsors - looking after the sponsor’s
needs is a vital part of the agency service. The quality of
this service often has a considerable influence upon the
satisfaction of the sponsor, and thus future sales.

Points to Consider
• Keep your sponsor organisation informed regularly

on the activity which they are sponsoring.
• Be responsive to requests by your sponsors.
• Make your sponsors feel important, give them a

place of honour at your events.
• Ensure that sponsors receive credit and a mention

of their services or name, within the bounds of
good taste and the integrity of your organisation.

• Display boards should be inspected regularly and be
in a clear and unobstructed condition at all times.

Benefits
Advertising opportunities for sponsors must be
realistically valued in order to achieve income targets,
but they must also be packaged in order to maximise the
sponsors’ exposure.

Television Exposure
Clearly where an event is televised this greatly enhances
the exposure opportunity and thus offers added value to
the package.

Television is one of sport’s key partners. It can
provide direct finance for sport through payment of
rights fees, it can provide indirect finance by providing
exposure opportunities for sports sponsors. Television is
the ‘engine’ for sports marketing programmes.

Naming Rights
Naming rights to an event provides an excellent
foundation for a Main Sponsor’s marketing programme,
both prior to the event on all advertising materials, and
during the event, especially mentions by broadcasters.

Tickets and Corporate Hospitality
Sponsors at major events often use the opportunity for
corporate entertainment.

Use of Event Logo
Association with a major event by the utilisation of the
event logo on the company’s literature, this may also be
reciprocated by utilising the company’s logo on all event
literature.

Sales Points
Official suppliers in suitable product categories enhance
their packages by having an exclusive right to a direct
sales area. This often applies to food or drinks categories
and merchandising.

A typical benefits package for an international
sports event could read as follows.

Main Sponsor Packages
• Exclusivity in one chosen product category.
• ‘MAIN SPONSOR’ status acknowledged on all

official event publications and event stationery.
® Royalty-free use of event logo and mascot in all its

corporate publications, advertising and promotional
activities.

• Right to advertise the ‘Main Sponsor’ status in all
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its corporate publications, advertising and promo­
tional activities.
The following television boards at competition
venues:
a) Main Venue
- 3 x televised boards for swimming events;
- 2 x televised boards for water polo events;
- 2 x televised boards for synchronised swimming

events;
- lx televised board for diving events.
b) Second Venue
- 2 x boards in televisual positions at each of the

above venues;
2 x non-television boards (reverse side of television
boards) in each competition venue;
1 full page, four colour advertisement in the official
Souvenir Programme;
Identification as ‘Main Sponsor, in the following
additional venues:
- Press and media centre and sub-centres;
- Events headquarters
- Training venues
- Hospitality areas
- Main Championship Hotels.

• The rights to sell, supply and display exclusive
products and/or organise promotional activities at
championship venues during the event.

• 10 VIP tickets per competitive session at Ponds
Forge, and a limited number at other venues as
reasonably requested by the sponsor.

• Priority on use of hospitality lounges at the
competition venues for corporate entertainment.

• Invitations to appropriate VIP/civic functions
pertaining to the championship.
Following an evaluation of all sponsors’ benefits

and independent advertising opportunities, this will form
the basis for the income budget provision.

Summary
Making events sponsorship work requires:
• A realistic evaluation of the event
• A clear sales strategy
• A professional sales force
• Reasonable contract conditions
• Well presented venues
• A VIP value of sponsor support
• Make servicing the sponsors a priority
• Benefits in kind are a valuable source of sponsor

support.
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THE CHAIN OF EXCELLENCE

Sue Campbell MBE

Chief Executive
National Coaching Foundation

Introduction
The reasons why any one individual reaches world
standard are many and varied and there cannot be any
definitive method by which this can be ensured. At an
individual level, the ingredients of personal interest,
commitment, ability and dedication must be present;
often at a family level different aspects of interest and
commitment must be in place.

This paper is not about identifying these personal
and familial qualities, but is about those elements,
external to the individual sportsman or sportswoman,
which necessarily must be in place if those personal
qualities are not to be harmed or negated by poor
planning, lack of facilities or other factors.

Central to this issue is the individual. At all times
the objective must be to try to improve the framework
within which the individual operates to ensure that the
qualities brought by the individual are allowed to flourish
Killy through the thoughtful attitudes and planned
provision of responsible agencies. In their work in this
area agencies and organisations may recognise that there
are a complex number of issues to consider, including:
1. Changing attitudes
2. Improved planning
3. Facility provision
4. Coaching and coach education
5. Support services
6. Identification of talent
7. Special training opportunities
8. Athlete support programmes
Local authorities have a key role to play in the develop­
ment of performance and excellence. Working in partner­
ship with other agencies, the local authorities can lead
the way in making sure that:
• opportunities to develop talent and improve

performance are genuinely available to all;
• these opportunities are developed and provided

locally and no longer left solely to the governing
bodies of sport;

• local performance strategies are developed in order
to co-ordinate and harness the efforts of all
providers (voluntary, public and private sector) in
order to maximise local opportunities for those with
talent.

1. Changing Attitudes
Those involved in improving performance and reaching
excellence have often been classified as the ‘elite’. In
turn, the word ‘elite’ has been seen in exclusive rather
than inclusive terms, with a focus on a small number of
top levd participants.

The Sports Council’s revised definitions of 

performance and excellence are important in that they
stress that ‘performance’ encompasses all those who want
to improve from whatever base they start. It includes,
therefore, those who want to get from the second eleven
into the first; from the club tennis team into the county
team; from the regional squad into the national, and so
on. It encompasses a vast number of people who want
simply to improve and reach their own levels of
excellence.

Improvement of performance and attainment of
excellence is, of course, both an individual and team
objective in relevant circumstances. Yet even where
teams attain these objectives it is a collection of highly
motivated individuals who combine to realise the
achievement. Often there has been a reluctance to focus
on the individual and recognise that there must be a
range of services for both his/her technical and personal
development if performance is to be improved.

It will be essential, if individuals and teams are to
flourish in terms of performance and excellence, that
there is a much clearer definition of responsibilities in all
sectors.

2. Improved Planning

So much of attaining improved performance and
excellence is knowing what goal is realistic and can be
achieved. That is not to deny good fortune and unex­
pected events, but for most individuals the key will lie in
the planning process. If this is true for the individual it
is applicable also at local, regional and national level for
(hose organisations responsible for helping individuals
realise their potential.

In the past decade there has been an attempt to
persuade local authorities, regional sports associations
and national governing bodies of sport to produce
strategic documents related to providing for performance
and excellence. Many have proved beneficial, most have
missed the mark in that they have not provided the
framework within which talent can come through.

However, discrete planning by different agencies is
not enough. There must be a corporate approach to the
planning process, leading to knowledge of each other’s
plans and integration of those plans - all to provide a
clearer pathway for the individual progressing through
different stages on the performance ladder.

3. Facility Provision
In the 1970s there was a strong emphasis on the
development of facilities. The construction of a wide
range of facilities at community, district and county,
regional and national level, provided a base for growth
in participation, then and since. This large scale
investment by local authorities, as they also established
dedicated leisure and recreation departments, provided
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the United Kingdom with some of the first facilities to
have been constructed since the turn of the century.

Today there is still a lack of good, purpose-built
facilities in many parts of the country, and yet there is,
in European and world terms, an enviable range of
facilities available for the general community. What is
lacking is a range of specialist facilities at local, regional
and national level.

Local authorities require specialist facilities and/or
equipment which may not be in the normal range of
provision in a community sports centre. In such cases
local authorities should consider ways and means of
identifying and meeting their special needs.

It is possible, either within a single authority or in
a partnership with neighbouring authorities, to plan and
manage individual facilities so that they have a bias
towards a particular activity. This results in specialist
provision for a larger population catchment with talented
performers being introduced to the most appropriate
facility. If this can be achieved by agreement to work to
a local plan, then duplication will be avoided and
opportunities for the talented provided in a cost-effective
manner.

Some local authorities have adopted the approach
whereby small neighbourhood sports facilities act as
satellites to larger district level facilities. These larger
centres are able to have regard for competition demands
with specialist provision, including spectator, for such
purposes. Such centres should form an hierarchial system
of provision varying from local to district, regional and
even national standards.

If more talented performers could be allowed
preferential access to specialist facilities on a daily/
weekly basis, then the regularity of their training would
improve. The time allocated could well be outside the
normal peak periods but should not be programmed at
impossible times.

The cost of using the facility should not become a
limiting factor on time spent training. Local authorities
should consider pricing policies or schemes which
provide either concessionary charges for talented
performers on a monitored basis, or by giving grants to
talented performers to assist in the hire of facilities and
equipment.

In summary, there are five points related to the
provision of facilities for talented performers which local
authorities could consider:

• provision of specialist facilities for talented
performers

• provision of specialist and strategic facilities for
high level competition and training

• capital schemes and opportunities prepared by
sports clubs

• providing concessionary pricing policies for talented
performers

• developing joint use facilities on educational sites.

4. Coaching and Coach Education

For talent to be nurtured and developed in a systematic
way, all major agencies - the Sports Council, local
authorities and governing bodies - need to work together
to create a ‘strong, well educated and effectively
operated coaching force’.

The following areas are identified as those in which 

local authorities could make a most significant contribu­
tion.

4.1 Support to Voluntary Coaches
The majority of sport takes place in local clubs under the
direction of voluntary coaches. Irrespective of whether
the purpose is to encourage talent or to increase
participation, it is voluntary coaches who provide the
necessary leadership, knowledge and skills. Governing
bodies can provide the necessary structure for qualifica­
tion but are not able to deliver such opportunities locally.
Thus, the establishment of a local network of voluntary
coaches is an essential step in providing for sports
development, and local authorities are best placed to
stimulate and support such a network by providing:
• grants to local clubs to train coaches
• grants to local coaches to obtain further qualifica­

tions, or
• to attend appropriate courses, i.e. National

Coaching Foundation/National Coaching Centres
• providing, in association with governing bodies and

the National Coaching Centres, educational oppor­
tunities locally by either organising local courses or
developing a central resource base or both.

4.2 Employment of Local Full Time Coaches or Sports
Specific Development Officers

Notwithstanding the enormous and irreplaceable contrib­
ution made by voluntary coaches, there is no doubt that
the employment of full time, properly trained, qualified
and experienced coaches or development officers, has a
significant impact. Such posts provide further support to
local clubs and local coaches, enable the development of
local performers to achieve national standards and
strengthen links with local schools, which voluntary
coaches often are not able to pursue.

4.3 From School to Community
For reasons too numerous and complex to elaborate on
here, local sports bodies are having to pick up the
extra-curricular work which has previously been under­
taken in schools. Not only does this make it even more
imperative to develop a network of voluntary coaches, it
also suggests that local authorities should consider:

• investigating and establishing mechanisms to enable
local and properly qualified coaches (voluntary, part
time or full time) to work closely with and in
schools;

• providing opportunities for specialist coaching by
pooling human and physical resources in each area
in joint projects between governing bodies, district
and county councils;

• creating a new category of employment - that of
teacher/coach. The job role of these individuals
should be to facilitate the interchange of pupils,
facilities and resources between the school and
community and vice versa by arranging contacts
between local clubs and schools, supporting the
network of local coaches, providing general advice
and assistance to teachers and co-ordinating local
initiatives. Such posts are likely to require
individuals with a detailed knowledge of individual
sports and the education sector.
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5. Support Services
5.1 Sports Medicine
Local authorities could make a major contribution to the
health and well-being of all sportsmen and women. No
matter how well coaching sessions are structured and
how carefully facilities and equipment are checked,
injuries can occur. It is vitally important that injuries are
dealt with properly and promptly or long term damage
may result. Local authorities could give consideration to
a range of assistance:
• ensuring that all facilities carry a full medical kit

and that staff are suitably trained to deal with all
emergencies;

• establishing a register of local doctors and physio­
therapists suitably qualified and available to deal
with sports injuries (this could be done in conjunc­
tion with the National Sports Medicine Institute);

• working in conjunction with other local agencies to
establish sports injuries clinics;

• positively encouraging all coaches, fitness instruc­
tors and leaders working directly with the public in
local authority facilities to attend ‘education
courses’ on the appropriate aspects of injury
prevention and rehabilitation.

5.2 Sports Science
There is a growing awareness at local level of the
relevance and importance of some aspects of sports
science - particularly fitness testing and dietary analysis.
Local authorities may wish to give consideration to:
• a fitness testing centre based in one of the major

facilities. Some local authorities have already found
this to be a popular and economic service to run;

• nutritional advice service - dietitians trained
through the Sports Nutrition Foundation courses
could provide a local service to performers.
(Advice on how to set this up and various rates for
services could be drawn together by the Sports
Council in consultation with the Sports Nutrition
Foundation and the Loughborough Project).

6. Identification of Talent

Who are these talented performers; where do they come
from; do they simply emerge? Many people interested in
sport have often stood on a touchline or at the side of a
court, track or pool and identified that an individual had
a clear talent. The frustration usually lies in knowing that
the talent will not be allowed to flourish, due to a wide
range of factors - no leadership, absence of facilities, no
financial resources, poor availability of coaching. Within
this strategy for improving performance and excellence,
it is clear that in this area much more needs to be done:

• in accepting the principle that the identification of
talent is not only desirable but essential, both to
help the individual and to develop British sport;

• in identifying a more coherent approach to talent
identification among schools, clubs, youth organis­
ations, local authorities and other agencies;

• in ensuring that, once identified, appropriate
facilities, coaching back-up services and other
assistance, including local grant-aid schemes for

talented individuals, are provided.

7. Special Training Opportunities
To achieve high standards in most sports it is necessary
for performers to undertake demanding training sched­
ules. High levels of commitment are required and a great
deal of time and expense has to be devoted to training
and competition. It is, therefore, important that perform­
ers are given support whenever possible.

District and county councils should consider
supporting district squad training by providing facilities
at no cost and, whenever possible, employing suitably
qualified coaches to work with these squads. Such
initiatives should be mounted jointly with the appropriate
governing body.

Local authorities should give consideration to the
possibility of allocating specialised facilities to particular
sports to help increase the number of training opportuni­
ties for committed performers. It is appreciated that
many sports and leisure centres have a multi-sports
provision policy but it is possible for, say, one school
sports hall to give provision for badminton. In this way,
provision within a district can be made for several sports
but, usually, a good working relationship between the
relevant departments of the district and county authorities
and the governing bodies will be an important pre­
requisite.

Local authorities can organise Schools of Sport, in
conjunction with local sports organisations, where
selected age group squads could meet at a central venue
on a non-residential basis for concentrated coaching and
training, e.g. Champion Coaching. Schools of Sport can
be attractive to commercial sponsorship and also, when
appropriate, provide the opportunity to invite quality
coaches from outside the district.

School holidays also provide an opportunity for
local authorities to organise non-selective player
improvement courses for those who have aspirations to
attain district squad status, as well as the more common
‘taster’ and ‘come and try it’ sessions.

8. Athlete Support Programmes

It is reasonable that each individual should pay for their
leisure pursuit and equally so that local authorities
recognise particular groups as deserving concessionary
treatment.

The more talented, however, inevitably have to take
advantage of opportunities for levels of training and
competition which can never be provided locally. The
personal cost to be borne by the individual, or his/her
family, in the pursuit of improved performance can be
considerable, particularly when the individual reaches the
stage where it is necessary to travel beyond the local
community in order to gain appropriate competitive
experience and to benefit from more specialist and
advanced training.

For many individualsand families, the burden is too
much and promising talent remains unfulfilled.

It is not unreasonable to suggest that local authori­
ties, because of the social and community value which
can accrue, should provide assistance to meet these costs
and that this provision should also consider coaches and
officials, as well as promising performers, as all three
need to develop their skills.

Assistance could be provided by way of:
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• grants
• concessionary use of facilities
• time at specialist facilities
• access to/loan of specialist equipment
• education and training opportunities.
CONCLUSION
In conclusion, the chain to excellence consists of many
diverse but interlinked parts. No one agency can piece
these all together without the co-operation, support and
involvement of others.

Two of the key players in the team arc the national
governing bodies of sport and the local authorities. They
provide the critical interface between the voluntary and
professional sectors and between tradition and innova­
tion.

Working independently of one another wc will
continue to provide an ad hoc pathway to excellence in
the UK. Working together it will be possible to create
the environment in which young people with talent can
be identified, nurtured and reach their personal potential
- a challenge for all of us.
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FINDING FUNDING - I

Cyril Villiers

Regional Director, The Sports Council
Yorkshire and Humberside

1. They Should Provide!
The statement that I have probably heard most over the
years is “They should provide”. Who are they?
You - the taxpayer
You - the Council Tax payer
You - the Business Rate payer
You - the player, the parent, the grandparent.
Sponsorship - the use of sport as a communications/
marketing medium - still you - the consumer.

2. Funding for Sport is Diverse and Complex
Let us look first at the availability of funding from
Europe.

2.1 Europe
Sports Council publication explains: Brussels in Focus:
EC Access for Sport - December 1992. Available from
Sports Council - £10.

2.1.1 European Regional Development Fund
Assistance with projects in areas suffering from under
development or industrial decline.
RECHAR - running down of coal industry areas.
RENEVAL - former shipbuilding areas.
Sports Facilities as a Tourist Resource.

2.1.2 Youth in Europe

Programme which encourages and supports exchanges of
people aged 15-25. Advice from:
Youth Exchange Centre, The British Council
Tel: 071 389 4030 Fax: 071 389 4033

2.1.3 Petra Action 1

Vocational training placements - three weeks in another
European country between school and work.

2.1.4 European Social Fund

Programmes to create vocational training schemes.

HORIZON - for people with disabilities
NOW - for women
EUROFORM - training in new occupations,

new skills.
Advice from: NCVO
Tel: 071 713 6161 Fax: 071 713 6300

2.1.5 Sporting Events for People with Disabilities

For events with a European dimension involving at least
four EC countries.

Advice from: British Paralympic Association
Tel: 081 666 4556 Fax: 081 666 4617

2.1.6 Youth Pilot Projects
Not employment-linked but reflect ethnic, cultural and
linguistic reality of the local community.
Advice from:
European Community Youth Exchange Bureau
Tel: 010 322 511 1510 Fax: 010 322 511 1960

2.2 Central and Local Government
2.2.1
It is difficult to divide funds which come from central or
local government.

Sport has benefited in the past from City Challenge,
Urban Programme, Urban Partnership, Derelict Land
Grant, etc. However, the level of that funding has varied
considerably around the country and is rapidly drying up.

2.2.2
The local authority scenario is equally as difficult. I do
not have to tell you - as most of you work in the local
authority sector - that a wide range of legislation, CCT,
the changing control of higher education, LMS, the
government’s intention to constrain public expenditure,
have all had their impact.

Let us have a look at some of these in more detail.
The Rate Support Grant in the 1980s reduced from

60% to 40%.
Rates went up, the Uniform Business Rate and Poll

Tax were introduced in 1990, and now we have the
Uniform Business Rate and Council Tax.

The balance of central against local funding has
altered from its figure in 1989/90 of 56.7% against
43.3%, to 1993/94 where the balance is 18.6% against
81.4%.

Government’s methods of constraining public
expenditure include:
• Standard Spending Assessment (SSA)
• Capping
• Capital allocation
• Restriction on spending capital receipts.

Service delivery to the community, including sports
development and sports equality, appears to be becoming
secondary to financial performance.

Standing Spending Assessment is complex. It is
based on population and ‘weighting’. Elements in the
calculation appear to be ‘shrouded in mystery’.

‘Capping’ limits a local authority’s ability to top up
from local income that which is received from govern­
ment.
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Capital allocation is specific to areas like highways,
social services, education and housing; recreation falls
within ‘other services’. Recreation’s priority from within
this budget is always vulnerable.

Capital receipts - expenditure has been limited to
50% in any one year. However, the exceptions to this
are where provision is ‘like for like’. Indeed, the restric­
tion has been waived for this year until 31 December
1993 and the government is being urged to continue this
concession.

2.2.3 Rate Relief to Sports Organisations
Charitable status - 80% mandatory, 20% discretionary
Others - up to 100% discretionary
Local authorities may offset 75% against non-domestic
rate pool, only 25% met by Council Tax payers.

3. Other Agencies
There are a number of other funding agencies but,
regrettably, each has its own methods of working,
differing timescales and differing regulations, which
make it extremely difficult for potential applicants to
work their way through this funding minefield.

3.1 The Football Trust
Advice - 071 388 4504.

3.2 Sportsmatch
A government sports sponsorship incentive scheme.
Matching £ for £ sponsorship from £1000 to £70,000.
Tel: 071 828 8771.

3.3 Foundation for Sport and the Arts

£40 million a year for sport. Money from the football
pools companies - a reduction by government of the
betting levy.
PO Box 20, Liverpool L9 6EA.
Tel: 051 524 0235.

3.4 Sports Aid Foundation
National and Regional. Applications made by respective
governing bodies of sport.

3.5 Foundation for Sport and the Arts
+ The Prince’s Trust

Joint Initiative.
The Prince’s Trust
8 Bedford Row, London WC1R 4BA.

3.6 Others
Lord Taverners Trust - Cricket.
Lawn Tennis Foundation.
Golf Foundation.
Carnegie Trust, etc. etc.

4. The Sports Council
National: Funds - CCPR

- NCF
- BISM
- Governing Bodies of Sport

etc.
Regional: Capital Grants

Revenue Grants
(three year maximum for posts).

5. Sponsorship
Sponsorship varies from ‘largesse’ to ‘hard-nosed
marketing’ and from relatively small amounts to very
large sums. The voluntary sector in particular need
assistance in their method of approach, and the economic
climate in the past few years has made this an even more
difficult exercise.

6. The National Lottery

Watch this space!
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FINDING FUNDING - II

Brigid Simmonds

Chief Executive, Business In Sport and Leisure Ltd

Introduction
It is a great pleasure to be invited by Ralph Riley and
IBRM to speak at this conference and it is a great
pleasure to be back here in Scarborough.

My mother tells me that it is 21 years since I was
last in Scarborough, I was 14 at the time (I will leave
you to make the necessary calculation)! I used to come
here on holiday with my grandfather in August. I
remember two things about those visits - we seemed to
live in a perpetual mist, but I loved swimming in the
local pool, which was open air and salt water. This is
actually a very good example of the problems faced by
local authorities funding sport and leisure centres, as I
understand that this ‘South Pool’ is now closed.
Scarborough Borough Council told me that it had fallen
into disrepair, there were problems with the filtration
system and the current legislation which applies to
bathing in sea water - I am sure many of you here today
understand these problems only too well. However, it
never ceases to amaze me how many of the MPs and
Ministers that I meet fail to understand that the problems
of the provision of swimming in their constituency has so
much to do with the costs associated with maintaining the
pool - they all seem to think that it is easy for swimming
pools to cover their operational costs or perhaps that
profit is just a case of good management.

As I think you will have read in the programme notes,
I run an organisation that represents private sector
companies in the sport and leisure industry and most of
our members would not take on the running of a
swimming pool if you paid them to do so! It is my job
this morning to explain why this is so and to offer some
thoughts about how you can encourage investment from
private sector companies, who are interested in partner­
ships with the public sector.

Business In Sport and Leisure is an umbrella
organisation that represents private sector companies in
the sport and leisure industry. We began as Business In
Sport back in 1987 when Colin Moynihan was Minister
for Sport and I came on board at the end of 1991 as a
full time chief executive. Much of my time is spent on
lobbying central government on a variety of issues such
as licensing reform, planning, environmental health and,
for instance, why it would be a disaster for the leisure
and tourism industry if potential visitors had to pay
motorway tolls. I also spend some time in explaining
what it is that the private sector is looking for and
perhaps that is what I am here to talk about today.

Members of BISL
So by the private sector, who am I talking about? BISL
now has over 40 members. It is led by the major sport
and leisure operators like Bass, Bright Reasons, First
Leisure, Queens Moat Leisure (our only member who 

has an interest in CCT) Rank Leisure, Scottish and
Newcastle, Boddingtons, Granada, Greenalls, Brent
Walker, David Lloyd Leisure, the Lawn Tennis Associ­
ation, Wembley and Whitbread. We also have profes­
sional members and consultants who all have one thing
in common, which is that they specialise in sport and
leisure projects.

Activities
We are an umbrella group, rather than a trade associa­
tion, because our members are engaged in a wide variety
of activities within the sport and leisure industry. These
range from ten pin bowling, theme parks, bingo, golf
courses, amusements, indoor tennis centres, motorway
service stations, hotels, health and fitness, cinemas,
marinas, betting shops, pubs, snooker, restaurants and
holiday centres.

Perhaps the first thought I have to share with you,
is that it is worth looking at all operators of all these
activities as potential private sector partners.

Partnerships Opportunities
So what type of partnership or joint venture opportunities
exist for you as members of IBRM?

Capital Receipts and Planning Gain
The most obvious type of partnership with the private
sector in one where a local authority sells a piece of land
to a private sector company in return for cash or in
return for a planning gain. This is the type of partnership
that most of my members are looking for and I think you
would be surprised how many of our members, like
Whitbread for example, consider that the best sites that
exist for their pubs and restaurants are owned by local
authorities. To explain this a little further, perhaps I
could use the following examples.

Colchester Leisure World

First Leisure and McDonald’s took sites on a long lease
from Colchester Borough Council raising £1.2 million,
which went towards the provision of enhanced local
authority facilities in an adjacent complex, which has
sports halls, swimming pools etc. The site was attractive
to the private sector because of its proximity to a major
road. The leisure centre is set on the old A12. This is a
straightforward case of a capital receipt which came from
commercial leisure and was used to enhance local
authority owned sport and leisure facilities. If I were to
be slightly controversial, I firmly believe that local
authority leisure departments have a pivotal role to play
in attracting this sort of investment, on the basis that if
you attract a private sector company to buy your land,
then you have a strong case within your local authority 
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for keeping the receipt to use for enhancing your sports
facilities, rather than the money disappearing into central
council coffers.

Maidenhead
Another example of a capital receipt transaction is at
Maidenhead. This is a much smaller scheme where First
Leisure have won a tender from the local authority to
build a ten pin bowling centre next to the Magnet Leisure
Centre in Maidenhead. The Magnet centre is a fairly
traditional sports centre and the local authority is using
the funds raised from the sale of the site to First Leisure
for improving access, car parking and refurbishing the
Magnet Centre itself.

Hemel Hempstead
On a larger scale and as a planning gain, in Hemel
Hempstead, Ladbroke is developing a site which they
acquired from Decorum Borough Council for a super
store, hotel and major multi-leisure centre. Rank Leisure
will operate the multi-leisure centre. There will be a six
screen cinema, ten pin bowling, nightclub, bar, laser
games, restaurant and fast food diner. There will also be
a waterworld (which is a leisure pool), leisure ice and
indoor bowls. Not only is Rank responsible for the
provision of the pool, ice and bowls, it will also be
responsible for operating these facilities at no cost to the
council. Three hundred jobs will be created by this
scheme.

Scotland Community Partnerships

A more rural and smaller example of planning gain was
brought up by Hilary Campbell from the Scottish Sports
Council at Recreation Management this year. She spoke
of a partnership in a rural area of Scotland with a hotel
owner. A community traditional swimming pool will be
provided as part of a leisure centre for hotel guests. It
will be open to local people to use it. She commented at
the time that in many rural areas swimming pools were
top of the priority list for local communities. As
swimming becomes compulsory under the national
curriculum in August next year, I am sure that this
requirement will increase.

The 50% Rule

Cyril has already mentioned the 50% Rule, and this has
considerable bearing I believe on planning gain or capital
receipts used in partnership schemes. I think that most of
you will know that until 31st December this year, local
authorities are able to spend 100% of the capital raised
from the sale of land to the private sector. From January
next year, local authorities will only be able to spend
50% of funds raised from the sale of land to the private
sector and despite a hard hitting campaign that we have
mounted, I do not think that the Treasury will agree to
extend this relaxation.

It is interesting that our argument rested on the
theory that there is little incentive for local authorities to
sell the land, if they can only keep 50% of the proceeds
for their own use. The government view expounded at a
recent lunch we held with Stephen Dorrell, Financial
Secretary to the Treasury, is that if local authorities are
restricted in using their own capital for such schemes
then there will be more incentive to look towards the
private sector for help.

CCT
So, moving on to the second type of partnership which
I believe that the private sector can offer local authori­
ties, I need to mention CCT. I will not dwell on this type
of partnership very long, because I think it is one that
most local authorities have either decided that they wish
to enter into, or not. BISL has only one member who
operates CCT contracts and that is Queen’s Moat
Leisure. In Epson and Ewell, Civic Leisure operate the
Rainbow Centre and have invested £300,000 in this CCT
contract to provide a new health suite, martial arts
centre, dance studio, gym and upgraded creche.

If you can find a private sector operator interested
in running your centre, there are possible schemes
available which can reduce revenue spending and for a
longer contract, can also offer capital investment.

Revenue Funding
Finally, I think that there are other types of partnership
which perhaps come under the heading of ‘Maximising
Income Potential’. This can involve promotions and
sponsorships from local companies. Sports companies
like Carlton may sponsor a badminton competition, or a
local car dealer or newspaper may be prepared to
sponsor an event. I was talking to one local authority
who used to operate a scheme where staff were offered
a 10% bonus if they attracted outside sponsorship for
events. They raised more in six months than they had
over the previous six years, until the district auditor
pointed out that since their contracts stated that attracting
sponsorship was part of their job description, then they
could not be offered a bonus on top! Having worked in
the public sector, I can understand how this thought
process was achieved, however.............  !

I would also consider under this heading, major
events like the Tour de France which is coming to
Portsmouth with a travelling entourage of more than
3,500 people who need accommodation in private sector
hotels. I am sure that the local authority will work in
close co-operation with the private sector to ensure that
everyone benefits from the success of this event. This
perhaps widens my brief a little to tourism projects, but
I am sure that for those of you who come from seaside
resorts like Scarborough, sport and tourism are inextric­
ably interlinked.

The Croydon Sports Partnership
A couple of months ago I paid a visit to the Croydon
Sports Partnership. This is a partnership between The
London Borough of Croydon and the private sector
companies in the Borough. The partnership began in the
mid ’80s when Nestle was looking to put something back
into the local community. The partnership is now funded
nearly 50/50 by Croydon Borough Council and by local
firms and has taken over the sports development role of
the council. The three full time staff and coaches are
employed on a casual basis, to go into schools and work
with the disabled and clubs. During holiday periods they
run courses for up to 16 different sports. I think that this
type of partnership which offers the London Borough of
Croydon the opportunity to reduce its revenue funding
for sports development, is something which should be
tried in other areas of the country. It is also interesting
that the Croydon Sports Partnership is also a charitable
trust, which is something I will discuss a little later on in
this paper.
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Charitable Trusts
As part of these joint developments with the private
sector, I also think it is worth considering the possibili­
ties for charitable trusts. I know that the Audit Commis­
sion have voiced the opinion that local authorities do not
have the power under existing legislation to set up
charitable trusts for sport facilities. There is however no
reason why a trust cannot be set up by a third party.

To use a hypothetical example: a local authority
needs a new swimming pool, but has a site that is
attractive to the private sector and will take ten pin
bowling, a restaurant and a nightclub. There are fewer
problems for the private sector in raising the capital to
build the swimming pool, but in the long term the
operating deficit of possibly £50,000-£250,000 is
unacceptable. However, the private sector could buy the
land and offer a long lease to a trust set up to run the
swimming pool. (The private sector would therefore
retain its long term land holding). The trustees would be
made up of members of the private sector company, the
local authority and local business and sports representa­
tives. The trust would be exempt from at least 80% of
UBR and the swimming pool could still be subsidised by
the local authority to allow local people of all financial
means to be able to use it. The swimming pool would
therefore be a true community facility. In theory this is
what the London Borough of Greenwich have done in
creating their ‘workers co-operative’. The savings that
they will make initially, are purely savings on being
exempt from the uniform business rate on their centres
through having charitable status.

For the private sector there are advantages for
contributing to a charitable trust. Contributions can be
made by Covenant or through the Gift Aid scheme.
These advantages also apply to local private sector
companies contributing to the costs of the Croydon
Sports Partnership.

I have now had a paper approved by the Audit

Commission setting out the ways in which we believe
that charitable trusts can be used for public/private
sector partnerships. The paper has already received
ministerial support and was referred to by Lord Astor in
the Sports Debate in the House of Lords a couple of
months ago.

Summary
So, in summary, there are a number of ways that you
can attract private sector finance. At the top of the list I
would put the sale of land for a capital receipt or the use
of planning gain. Widen your list of possible partners to
all forms of commercial leisure and perhaps other
partners in other sectors like office, retail or housing
developers, the NHS and educational establishments.
CCT can offer private sector finance, as can potential
sponsors, both locally and nationally. I was interested to
see that the Kettering Leisure Village has its ice rink
sponsored by Pepsi and the tennis centre by Weetabix,
whose head office is locally based.

The private sector is more interested in partnership
than you think - so much so that I am currently writing
a book on this subject and I am looking for examples of
case studies under all the headings I have mentioned. If
any of you have good examples of these, please do let
me know.

If you are wondering exactly what sites private
sector companies are looking for, we are producing a
joint publication with the Royal Town Planning Institute
at our annual conference on 11th November which lists
site criteria for activities from pubs to hotels, from
ten-pin bowling to nightclubs and from stadia to indoor
tennis centres. Details include specifications for site size
and location car parking, building type, job creation,
operating hours and descriptions of typical existing
developments.

After our conference this document will be available
from the RTPI for a small sum.
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SAFETY IN SWIMMING POOLS REVISITED

Peter Greatorex1 and Noel Winter2

!HM Inspector of Factories, National Interest Group
(Local Government and Entertainment)

2Managing Consultant, ISRM

Noel Winter
There seems to be an expectation that we will be
revealing a draft of the revised Safety in Swimming Pools
document this morning. That is not the case. Indeed,
whilst some parts of the new document have been
produced in draft form, there is still a long way to go in
actually producing a complete first draft. When it is
produced there will be a consultation process involving
local authorities, trades unions, safety organisations,
recreation organisations, the Amateur Swimming
Association (ASA), and any other interested parties. The
aim will be to produce a document which will be agreed
by the industry. This is very important. When we have
that agreement the document will be published in a final
form.

The format of our presentation is that I will speak
first about why Safety in Swimming Pools came about. I
will say something about the document. Peter Greatorex
will then talk about the effect of the document. We will
then jointly address the needs and the reasons for the
revision. Finally, Peter will talk about what form the
new document will take.

To provide some background I will talk a while
about safety legislation in this country. The Health and
Safety at Work Act came into effect in 1975. This
introduced the concept of health and safety to a whole
range of new activities - hospitals, schools, swimming
pools, and to many other types of premises. Prior to that
there had been no legislation to cover many of these
buildings. The main areas of legislation were the various
Factories Acts, the first of which was in 1833, which
referred to the health and morals of apprentices and
actually regulated how many apprentices should sleep in
a bed! There was the Mines and Quarries Act, and then
the Offices, Shops and Railway Premises Act.

If you worked in a leisure centre you had the
incredible situation whereby the people in the administra­
tion offices were covered by the Offices, Shops and
Railway Premises Act. Those concerned with steam
boilers and steam raising equipment were covered by the
Factories Act, but there was no legislation to cover the
rest of the centre.

When the Health and Safety at Work Act was
enacted it covered leisure centres, swimming pools and
recreational establishments. It provided for the health and
safety of employees as well as persons other than
employees. It provided for the operation of the premises,
equipment and plant without risks to health.

The enforcement of the Act was two-fold. The
Health and Safely Executive (HSE) worked on a
principle of no self inspection. Private swimming pools
- those in holiday camps, hotels and caravan parks - 

would be inspected by the local authority departments;
local authority facilities would be inspected by the HSE.

This did cause problems - and Peter will touch on
this later. We had the ridiculous situation of different
standards being enforced by the HSE and local authority
Environmental Health Departments. There was also the
anomaly of different standards between local authorities.
So there were difficulties in terms of enforcement.

Prior to Safety in Swimming Pools there was
guidance about safety. There was an IBRM guidance
leaflet on pool staffing, and much of the content of that
leaflet was incorporated into Safety in Swimming Pools.
There was a number of booklets published by the
Department of the Environment on pool water treatment,
and on the chemicals that are used in swimming pools.
There were also design publications which drew attention
to the pitfalls to be avoided in swimming pool and leisure
centre design.

In 1984, the National Interest Group for local
authorities of the HSE analysed fatal drownings in the
three years from 1981 to 1983. They found that of the
drownings that had happened, six were first seen by the
lifeguard; seven persons were first discovered motionless
by the lifeguard, but there were 21 persons who were not
spotted by the lifeguard but were seen by members of the
public or the other bathers. The National Interest Group
were very concerned about this because it showed that
the level of supervision in swimming pools was not what
it should be, that we were not providing a safe environ­
ment. So the National Interest Group produced a
guidance document which specified staffing levels and
factors affecting them; the systems of work for life­
guards; the standards of competence for lifeguards; and
the standards of supervision when pools were let on
contracted terms to swimming clubs or other organisa­
tions when no other staff were on duty.

To say the least,- the document created consterna­
tion. There were allegations that if the document was
enforced it would create a situation where swimming
pools would have to be closed down because they would
be too costly to run. Because of the consternation, a
working party was set up. The working party consisted
of members of the ASA, IBRM, ILAM, the HSE, local
authority associations, the Royal Life Saving Society, the
Sports Council and the trades unions.

When the working party met they realised that
safety in swimming pools did not just relate to the
supervision of the pool itself but that there was a lot
more to it. The safe environment in the pool was only
one part of the whole. There were a number of causes of
accidents including poor design, inadequate maintenance,
chemical incidents, which affected not only visitors but
also the staff.
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One of the things which the working party
recognised was the pace and diversification of the
swimming pool industry and what was happening at the
time. So the document to be produced, Safety in
Swimming Pools, could not be prescriptive in any way.
Had it been so then it would have had to be rewritten
almost on a yearly basis. The Foreword of the document
said that it was a general guidance which left the
operators and managers to address themselves to the
main areas of potential dangers. In the Introduction it
said that the object of the document was to provide
guidance for pool operators and others concerned, to help
to achieve a safe environment for the public and the
employees. It was very much a document which had to
be interpreted by the pool management.

The current document addressed specific areas: the
safe design of the pool structure; the maintenance
requirements and safe working practices; the pool water
treatment system; and the section which caused all the
consternation in the first instance, the supervision and
arrangements to safeguard pool users. This also covered
equipment provided for pool use - slides, diving boards
and wave machines. It was supplemented by appendices
and examples of operating procedures for pools, and
reference material relating to the various regulations.

Turning to the supervision arrangements in the
document, to safeguard pool users, it talks about
awareness of risk, responsible bather behaviour, normal
operating procedures, the need for emergency action
plans, and it tells you what you need to have for an
effective lifeguard service, the duties of the lifeguard, the
training of the lifeguard, the work period and the staffing
ratios.

It is a document which is not prescriptive, and the
new version will follow this form. It will not be
prescriptive if the people who are on the working party
at the present time have their way. It will not say there
must be a ratio of one pool attendant to every 50 bathers,
that you must do this, or you must do that. It will be for
the management to assess their own risks and their own
hazards. It allows the manager to exercise his own
discretion, management skills and competence to suit the
situation.

At this point I will hand over to Peter Greatorex.

Peter Greatorex

At each stage of the evolution of the document there was
a certain amount of controversy about how it would be
put into practice because of the various parties, the
various enforcing organisations, which would be
concerned in effecting it. There were instances where
some people preferred to have fixed ratios, not always
the way that the job should be done. So the preparation
of the booklet itself almost generated a need for its
revision. Certainly, with the passage of time, many of
the factors that Noel mentioned have highlighted that
effect.

One of the other reasons for the revision was the
perception by people who were involved in the enforce­
ment of the health and safety legislation. Bear in mind
that the Safety in Swimming Pools document is not itself
the law. The law is the Health and Safety at Work Act
and the document is merely guidance to give some
indication about how responsible people may put the law
into its proper perspective. As a result of the document,
there has been an increased perception, both by HSE and 

the local authority enforcement agencies, of the
document and of the law which it supports.

A method has been developed which is known as
the accident triangle to show the ratio between major
injuries, even fatalities, and the significant non-injury
accident, in the hope that by properly analysing the vast
majority of incidents it may be possible to avoid the
more serious accidents. Clearly, in the swimming pool/
leisure centre activity type of scenario, the broken limbs
are very difficult to obviate altogether. However, by
addressing the problem in this way it has been possible
to make significant reductions in major injury accidents
and fatalities. The new document will look at this
methodology in order to try to give further guidance.

It is important to bear in mind that accidents also
have significant financial costs. Obviously, these cannot
be considered in the same light as the sheer horror and
physical trauma of those involved but operators should be
aware of the costs which are capable of being insured
against, and the costs which are hidden and not insured.
Figures are available. Nevertheless, it is a tribute to the
industry that the number of accidents which are attributed
to swimming is relatively small in comparison with some
other sports, particularly when you think of the con­
sequences which might accrue.

I will now hand back to Noel Winter.

Noel Winter
So, why do we need to revise Safety in Swimming Pools?
Basically, it is because we have such a dynamic industry.
It is an industry which is seeking to produce more
interest for the customers; it is seeking to introduce
better use of the facilities we have; and I think I have to
mention compulsory competitive tendering (CCT) and
the bottom line. What we are worried about is that
people might be considering taking short cuts in order to
achieve a better bottom line. Or they may be introducing
different types of rides or attractions which may well
have problems as far as safety is concerned.

So, what new developments have there been since
Safety in Swimming Pools was first produced? Safety in
Swimming Pools made no mention of moveable pool
floors or moveable bulkheads, and yet the number of
pools which have got these now is increasing and there
is a study being made by the Sports Council to look at
the advantages and benefits of moveable floors and
bulkheads. I have no doubt that they will arrive at a
conclusion that these features can help to increase the use
of a pool and therefore to increase the income. There­
fore, it is right that this should be looked at in the new
document. An obvious problem with a moveable bulk­
head is that somebody might be trapped underneath if it
is not suitably designed. There are also potential
problems with the moving mechanisms themselves, both
for pool floors and bulkheads.

We now have more sophisticated water slides.
When Safety in Swimming Pools was produced the
maximum length of water slide in this country was about
35 metres. We are now talking about 120 metres, and
water slides where people are actually projected uphill.
In Holland recently, at a conference, a water slide was
shown where somebody gets into a tube and is pushed
uphill by water and out of the end of the tube, involving
being totally submersed for about 15 seconds. Such new
developments have got to be looked at.

We are talking about more sophisticated water 
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equipment - more sprays, more jets, more outlets, which
can cause problems, as was seen in a recent television
programme. There have been accidents where children
have sat on a jet and received severe internal injuries
from the force of the pressure.

So, it is a dynamic industry and people are looking
to improve the take-up of the facilities. This may well
cause further health and safety problems.

Since Safety in Swimming Pools was produced there
have been new codes of practice, many of which have
originated from within the industry because the industry
itself saw there were problems which were not covered
sufficiently in Safety in Swimming Pools.

The IBRM produced Diving in Swimming Pools
which stated that only shallow dives should be under­
taken in 1.5 m of water during unprogrammed sessions.
That altered attitudes to diving considerably and
hopefully has helped to reduce the number of diving
accidents. That needs to be incorporated in the new
document.

The ASA produced a ‘Competitive Start’ award in
the hope that they could reduce the possibility of
accidents when people were diving from starting blocks.

There have been draft European Standards for water
slides over 2 m in height. There are two parts. The first
is the specification and test methods, covering the
construction of the water slide. The second part, which
is the instructions, has been written by IBRM for the
British Standards Institution and the Board of Trade. It
is now going to be accepted as a European Standard for
operating water slides. It will be an informative rather
than normative section in the European Standards, which
means it is not compulsory, but nevertheless, if it is
printed in the European Standards and people do not
abide by it, then they do so at their own risk.

IBRM have produced a pool users code which is an
expansion of the pool users code which was provided for
RoSPA in the original Safety in Swimming Pools. It
includes such things as admissions policy relating to
young children. This has been devised after a national
survey to establish admissions policy for young children
throughout the country, and as a result of an accident in
a leisure pool when one adult was trying to supervise two
children.

There is a revision taking place at the present time
of pool water treatment guidance. Again, some of the
findings from this revision will be incorporated in the
new document.

There will be a new IBRM use of play equipment
code of practice. The previous document mentioned the
IBRM code as it stood then but since 1988, when Safety
in Swimming Pools was produced, there have been more
and more complex types of play equipment produced for
swimming pools. So the new update will contain the
knowledge that we have acquired from accidents and how
to deal with new types of equipment.

There are now British Standards for inflatable
armbands and goggles, and the HSE have recently
published a document relating to legionella. So, in fact,
there has been a whole series of changes, a whole series
of documents and codes of practice produced, which now
all need to be brought together and put into one
document. Whether or not they are produced in full is
another matter. There might still be separate documents
containing the actual code of practice but Safety in
Swimming Pools will make particular reference to them
and list salient points.

I will now hand over to Peter Greatorex to conclude
the presentation with some words about legislative
changes and about what the final document will look
like.

Peter Greatorex
At this stage, it is probably worth while mentioning that
there are occasions when the document could be rather
more useful both to people who see the enforcer coming
through the door, and also to the enforcer himself. Many
of you will have a mental catalogue of incidents that have
occurred where you have been seeking for additional
guidance or help, and where external factors such as
managerial problems, financial constraints or even CCT
problems, have all raised matters which need to be
addressed in some way. The document will provide
guidance and help in respect to some of the implementa­
tion difficulties.

One of the areas of difficulty is that we still have
the situation in a number of instances where people arc
not making best use of accident statistics that are
available to them. Not everybody has a proper accident
analysis and reporting system which allows them to
identify where incidents are likely to occur. Using the
‘accident triangle’ drawing to which I referred earlier can
be very helpful in identifying, for example, floor areas
which are particularly prone to cause tripping or
slipping, resulting in broken limbs and other injuries.

Operating procedures also need to be kept con­
stantly under review. There are still locations where
people are working on the basis of a normal operating
procedure which was produced immediately after the
original document was introduced. It may have been
produced by a member of the management team with
specific reference and knowledge of a particular pool
environment. That document may never have been
updated in order to cover the requirements of the other
pools in the particular local authority, hotel group, or
whatever. These are the sorts of things which do cause
problems to enforcers and to managers themselves.

In addition to the need for revision of the type I
have just mentioned, we have also been faced with a
tranche of legal requirements which have come into
effect since the first Safety in Swimming Pools document
was published: the Control of Substances Hazardous to
Health (COSHH) regulations; the Electricity at Work
regulations; the Noise at Work regulations. Many of you
will have come to grips with some of these items of
legislation and, by and large, the degree of compliance
which exists is pretty good with respect to the Electricity
and Noise at Work regulations. Basically, the Noise at
Work regulations are seen as being applicable to the
plant room but please do not think that it is only sources
of generated noise from machinery such as stand-by
generators, water pumping and treatment plant that can
cause problems. On qne occasion I went to look at a
particular environment where a lot of water was being
pumped, although it was not in a swimming pool, and I
found that the stand-by generator was not the problem.
The greatest noise was being caused by an individual
who was chopping mussels. He had already taken them
from the shell but just the impact of the knife on the
chopping board generated far more noise than the stand­
by generator.

In respect of the COSHH regulations, one of the
problems which has manifested itself has been the fact 
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that many people obtain excellent information from the
suppliers of the chemicals and treatment systems, but
frequently do not consider how to put that into effect in
their own particular environment. The hazard sheets will
tell you exactly what that material is capable of doing in
terms of hazard to people; will tell you exactly what the
first aid requirements would be if anybody was unfortu­
nate enough to be subjected to large quantities of that
material, splashed, or whatever, but at the end of the
day, the risk assessment, i.e. how that information
should be dealt with in your particular environment, has
not always been properly done. Once more, because of
the ‘six-pack’ regulations (the set of six regulations
which came into force in January 1993 as a result of
European Directives), which I will come on to shortly,
there is a need for assessment in almost all of these
regulations. I very much hope that the new Safety in
Swimming Pools document will give some better
indication about how it should be addressed, both in
respect of the older legislation and these new six-pack
regulations.

As far as the Electricity at Work regulations are
concerned, you will probably all be aware that there has
recently been a British Standard published which is very
specific in terms of the electrical requirements at
swimming pools, saunas, etc. That is fairly hard
information which is available to you. By complying with
that you are on to a good homeward leg in respect to
complying with the Electricity at Work regulations. A
British Standard is not legislation, it is not a statutory
requirement but it will considerably aid your efforts in
terms of meeting the Electricity at Work regulations.
Once more, we hope that all the appropriate references
to that will be contained in the modified Safety in
Swimming Pools document.

There is a point to note in relation to all these new
regulations where you have to assess the risk. People do
not always appreciate the difference between hazard and
risk. There is a distinction between the hazard, the
situation which the manufacturer tells you on the data
sheet his chemicals could generate, and the risk of that
actually coming into fruition.

In the swimming context, it is fair to say that all
diving is potentially hazardous but the risk in diving into
a shallow pool is obviously much greater than the risk in
diving into a deep pool. A reasonable balance between
hazard and risk is what is required when putting any of
these regulations into effect.

Managers have the necessary skills and competence
to get a feel for risk. By and large, there will not be
numerical figures on which to base decisions but
managers can look at some of the other areas already
mentioned, such as accident rates in particular parts of
the working environment, to get the feel for the sort of
areas that need looking at as a priority.

I want now to look at some of the new regulations
which we hope will have some comments included in the
Safety in Swimming Pools document. The first one,
originally called the framework document, is the
Management of Health and Safety at Work regulations.
This applies to all sorts of environments, including
swimming pools. It requires proper planning, organisa­
tion, control, monitoring and review, etc - all the sorts
of things that you have been used to doing in your
normal operating procedures and emergency action plans.
So don’t be afraid of it, just review it in the light of what
you already have.

You will note that where there are five or more
employees there is a need for the arrangements to be
recorded, either on a computer or on paper. This
particular regulation is looking at significant areas; it
does not require you to produce written information on
absolutely everything in your environment.

There is a requirement in the regulation for
employers to surround themselves by a level of compe­
tence in terms of health and safety. This does not require
people to go to outside consultants; it simply requires a
degree of competence appropriate to the risk and the task
in hand to be available to the people who need it.

Training is a vital element. We all need more of it;
we all need it to be repeated and up-dated. It is one of
the most significant areas of activities in any field.

Another set of regulations is those for the Provision
and Use of Work Equipment, quite frequently referred to
as PUWR. These regulations require the provision and
use of equipment which is tolerably safe. They cover
such areas as the emission of dust vapours, ejected
particles from the machine, and so on. A wide variety of
ancillary activities such as training, instruction and
control appear in all these regulations.

One of the interesting things about this set of
regulations is that it does not apply only to equipment
which is powered by some form of mechanical means. It
also covers such things as syringes, shot guns, butchers’
knives, rescue pulls. Anything of that nature can be work
equipment and would be required to meet the standards
in the regulations.

Many of you will be familiar with the Manual
Handling Operations regulations which seek to avoid
the manual handling operation so far as is reasonably
practicable. Where that is not possible there is a
requirement to reduce the risk of injury by means of
training, control of the systems in hand, reduction of
bulk quantities, modification of systems of work, and the
like.

The Workplace regulations will have a significant
effect on many of your activities at some stage in the
future. The bulk of them are not in force at the moment
but some did come into force at the start of this year.
When eventually they all come into force there will be
requirements in relation to welfare, safety routes, fabric
of the building, and so on.

There is a particular point which should be stressed
in relation to the Personal Protective Equipment regula­
tions. You are not providing respirators, for example, in
order to provide a first line of defence for someone who
is exposed to dust, fumes or gas. This is provided for the
occasions when that degree of protection by means of
suitable ventilation, control of the chemicals, enclosure,
or whatever, cannot be provided. It is a line of last
defence.

These new regulations cover a range of equipment
which has never previously been covered. They cover
such things as day-glo clothing, or indeed, clothing
which is provided purely for purposes of protection from
weather, provided it is supplied to address the risk to
health or safety rather than being part of a uniform.

Last but not least, the regulations which appear to
have received more publicity than any other, those
covering such things as work-related upper limb
disorders, RSI, that have been discussed at great length
on radio and TV programmes. There are risks from these
and the way in which many of them can be mitigated is
by using precautionary measures such as decent seating, 
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suitable ventilation, lighting - properly formulated
ergonomics, in effect.

Pulling all of those things in together we get a ‘wish
list’ as it were for the revised Safety in Swimming Pools.
Noel has gone through many of them and I have covered
some more.

We want to emphasise that we are not looking for
any prescriptive way of dealing with these things. We are
merely attempting in the document to give you some sort
of indication about those areas which your expertise and
knowledge will allow you to address in a satisfactory
manner, to give you guidance about sources of informa­
tion, to give you a feel for what the accumulated body of
wisdom is that has dealt with that particular document.

Here I must say that the accumulated body of 

wisdom covers people from all the organisations that
Noel mentioned, particularly IBRM, now ISRM. At the
end of the day, these people will give you some advice
and help in the document. It will not be prescriptive and
if at any stage you feel you have some sensible com­
ments to make, reservations to make about the previous
document, or wish to have your views heard, please feel
free to approach the institutionsconcemed and say so. It
is not too late now and it will not be too late for a while
because we anticipate that the date of publication will not
be until late spring of next year at the earliest.

Finally, I have to say that we hope the document
will be flexible enough to meet your needs and will be
clear enough to give you adequate guidance, but will not
be so prescriptive that you feel constrained by it.
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THE LAW AND YOU

Peter Coulson

Lawyer and Author

You have heard a great deal this morning about legisla­
tion and regulations. I want to concentrate on the law as
it affects the individual, not so much on the wider issues
of sport and recreation. The law affects us all unwittingly
in our everyday lives and work. Because you are made
aware of what you are responsible for, and because your
Institute is extremely good at giving you up-to-date
information on new regulations and laws, you probably
know more than many other people who are running
businesses the sort of laws with which you are involved.

However, it is an extraordinarily complex and
massive thing that you have to deal with. Monitoring the
law is now a full-time job. I receive daily a list of
amendments to the law which can cover anything from
food hygiene to noise abatement; from lotteries to liquor
licensing; from maternity leave to community groups.

And then I received a notice from the government
to say they are deregulating! Well, I can tell you now
that if they started deregulating today and worked on it
at 100 items a day until Christmas, we would still be
back to where we started. This is the problem we have
to face.

The plain fact is that current legislation relies
heavily on enabling statutes. These are pieces of
legislation which allow for regulations to be made under
them. The problem is to keep up to date with those and
to recognise which are relevant to you as an individual.

But where does it leave the hapless facility
manager? Clearly, he cannot hope to ingest all the
information which I receive. Certainly I have no hope of
telling you about every single piece of legislation in a
short talk this morning. What I want to address is the
basic ingredients for the individual and to concentrate
mostly on the things which affect the way in which you
run your jobs. There are two particular areas that I will
deal with: one is employment, the employment of others
and your own employment to a certain extent; the second
is individual liability, both for staff and for customers.
These are the areas which I believe will be important to
you in the coming months and years.

Some of you may know about a new Act, which has
recently been passed, called the Trade Union Reform and
Employment Rights Act. I will start with some of the
new employment laws which it covers.

Most of the changes under the new Act have been
brought about as a result of our involvement with
Europe. Many of them stem from a European Directive
on employment law. I do not need to go into the TUPE
regulations in too much detail but you will be aware of
the problems that have occurred, certainly in the public
sector, over the interpretation of the 1981 TUPE
regulations. Until recently there was a suggestion that a
certain number of local authorities’ activities did not
come within the strict scope of the regulations. Two
things have happened; one is a case which occurred at
Eastbourne just before the new Act came out.

The case concerned refuse collecting and street
cleaning, which the council had transferred to a private
company. The court had to decide whether the under­
taking was ‘in the nature of a commercial venture’ which
would be within the transfer of undertakings rules (and
therefore would allow workers continuity of employ­
ment).

The industrial tribunal had held that services were
incapable of being a ‘relevant transfer’, but the judge felt
that they had taken too narrow a view and had not
properly considered the nature of the undertaking. He
sent the matter back for reconsideration.

The new regulations under the Act show clearly that
a local authority activity does come within TUPE
regulations. It is not just those activities which are in the
nature of a commercial venture. It is also other activities.
This is very important. There have been a number of
adverse cases which will mean that transfers of under­
takings will be treated differently in future.

The regulations apply whether or not property is
transferred. This was an important issue. It was
considered that you actually had to have a business, with
premises and equipment, before you could consider that
TUPE applied. This is not the case. TUPE applies
regardless of whether property is transferred.

A factor which may well be important for many of
you is that part-time staff gain extra rights under the new
Employment Rights Act. Those working between eight
and 16 hours a week gain the right to a statement of their
employment terms and particulars. They also appear to
be covered by the TUPE regulations - this is an
interpretation that the Department has given me within
the past couple of weeks.

So where you are tendering, where you are
contracting work out, and there is a chance that TUPE
will apply, it will be a requirement also to involve part-
time staff in that calculation as well as full-time staff.

Next year there will be new maternity rules, again
as a result of European Directives. This government has
not been eager to embrace all the Directives that have
come from Brussels but there are a number of them
which are now beginning to be forced on the UK
government, and I am convinced there will be more in
the pipeline. This is not the end of changes to employ­
ment law.

So there will be further protection from next year
for people who are selected for redundancy or dismissed
on the grounds of pregnancy, or where work is not kept
open for them.

There is an important area in relation to protection
in health and safety cases. This is an interesting
development. Previously it was only people on oil rigs
who could ‘blow the whistle’, as it were, on failure to
comply with health and safety rules. That protection
against victimisation or dismissal now applies to any
worker. Whatever the duration of their employment, if 
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a person is victimised or threatened with dismissal for
complaining that the employer is not operating properly
according to the COSHH guidelines, for example, then
that person can complain to an industrial tribunal and
could claim compensation for unfair dismissal.

There is also a clause to prevent victimisation for
asserting employment rights.

So there is a great deal of new employment law to
be coped with, both for full- and part-timers. There will
be a necessity for individual managers to be aware of this
because a lot of the contracts of employment and
individual staff rights will emanate from the manager’s
office. They will need to be done properly. It is only
when something goes wrong that we move on to the next
stage of my presentation which is individual liability.

This is really the key area. In the previous
presentations we have heard a lot about new regulations
and requirements for persons to comply with regulations
or at least be led by those regulations. I would make one
observation which may seem slightly contentious but I
think has an element of truth in it, and has had for some
years.

The speakers were at pains to point out that the
guidelines for swimming pool safety, for example, are
not mandatory. They are recommendations. But, wearing
my lawyer’s hat, I have to say that in my experience
over the years, guidelines of that kind are seized upon by
those who are seeking to find a basis for complaining
that somebody has not fulfilled their responsibilities at
work.

I can think of two health and safety cases, in
particular, which have relied in court on extracts from
guidelines, and the suggestion that the guidelines were
not followed. Because I am sceptical by nature, I am
extremely sceptical of claims that guidelines in them­
selves are not used with any sort of mandatory force. I
have to say that in the past I have know guidelines be
adduced in evidence to state what the person should have
done. Once you get in front of a judge or a tribunal, it
is quite difficult to get them to stop looking at something
on the basis that it is non-mandatory. They will accept in
evidence a great many things which are considered to be
purely advisory, and they may well take some of those
things as being part and parcel of what a reasonable
person would adhere to.

After all, in health and safety cases, as in a lot of
other liability cases, the whole test is one of reasonable­
ness. Let me move on to these liability issues for the
individual.

Clearly there is a duty of care, but of course it is
enhanced in hazardous situations. What tends to be the
case at the moment is that the idea of the doctrine of
volenti prevails - there is a willingness to run the risk;
swimming is a hazardous occupation.

I note with some interest that snooker is included in
the list of hazardous sports - I cannot think under what
circumstances. I presume it must be the cues. My friend,
Dr Peter Marsh of MCM Research in Oxford, says that
the pool table in a pub is the focal point of pub violence.
This is actually being looked at by the brewing industry;
it is quite an interesting point.

I also noticed, and this intrigues me, that trampolin-
ing is way down the bottom of the list. When I was
lecturing at North London Polytechnic, they used to ask
me about trampolining every day because it was
considered to be one of the most dangerous sports, and
that requiring the most supervision and care. The 

commonest question was whether, as a spotter, you could
be held liable if you missed somebody who was falling
off a trampoline. It is terribly problematic and people
were very concerned about personal liability.

So, the duty of care is enhanced in hazardous
situations. A swimming pool is hazardous - it is water;
it is deep; people do things which they should not do,
you are not in a position to protect them against
themselves. However, I notice that nowadays, because
there are other activities going on in a swimming centre,
or a leisure centre, it is not just danger from the pool
itself, there is also the danger from ancillary services.
You published a piece about toughened glass recently
which I found very interesting to read.

Obviously, the level of management is vitally
important in deciding what would be ‘reasonable’, and
therefore there would be different criteria according to
the level of line management in which one finds oneself,
particularly in terms of delegated responsibility. There is
not time to go into all the doctrine of delegated responsi­
bility but the test is always: what is reasonable? What, at
that level of line management, would be considered
reasonable in all the circumstances? A lawyer acting for
the other side, as it were, for the injured person, or for
the Health and Safety Executive, will look to see whether
what was done was reasonable, either within guidelines
that have been issued, or within the terms of that level of
management. One has to remember that you are often
only one link in the chain. You are not the link that
holds the whole chain up.

If there is one thing I want to stress this morning,
it is the fact that if you look at the cases, it is usually the
local authority which is effectively sued at the end of the
day. It is rare to find an individual being sued for that
type of accident. Obviously, during the course of the
proceedings, the prosecution or the appellant will seek to
try to show that there was negligence involved. They
have got to do that in order to sustain their case. But it
does not mean that the individual will be made personally
liable if they acted within the scope of their work.

That brings me on to whether an action is, in fact,
outside the scope of employment. This is an area in the
law of negligence where going beyond the call of duty is
a dangerous thing to do. I conjure against the idea that
you should do that. I know it is very tempting for
managers to consider they have to take it on themselves,
that they have to act in some sort of capacity as a lawyer
on the spot. But let us look very quickly at the best
lifesaving kits that I know for the individual manager.

Number one is ‘don’t keep it to yourself’. It is not
your responsibility to act as the local authority’s lawyer
in residence. It is very important that if there is one of
the kind of accidents or potential accidents we are talking
about, that you take advice as soon as you can. Don’t
play house lawyer.

Do not - and this is an important point - start firing
off letters to injured parties or aggrieved customers,
without at least some form of consultation or thought.
You could be laying up for your legal department not
treasures in heaven but sheer hell, because they need to
control the sort of information which is given out and
admissions or otherwise of liability. That is very
important.

Recognise, as I have said before, that you are a link
in the chain. Don’t make unauthorised statements to the
press. Over the years this has been a recipe for disaster.
Don’t give hostages to fortune by telling the press why 
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the accident occurred. They will ask, they will try to get
it out of you, and they will dress it up in some way in
order to get it. Be very careful because once it is down
in writing, once it has been reported, problems can
occur.

Finally, and very importantly, write things down
yourself. You have the procedural requirement to enter
a report in an incident book but do take a note of some
of the other things which happen, as soon as you can. I
know you think you will remember it. I know / think I
will remember everything that happened to me at a
particular time, during a particular incident, but I can
assure you it is not true. The memory is a very fallible
instrument and it should be backed up by writing as soon
as possible. As further developments occur you will find
you have forgotten some of the previous incidents and
some of the things that were said.

Let us move on quickly to the social dimension of
what you are doing, some of the things you will have to
be responsible for now and in the future:

A very important element in the new move away
from direct responsibility to indirect responsibility in
local authorities, and in other areas such as the franchise
elements, is the continuing responsibility under, for
example, health and safety legislation. You have to be
aware that even if you are the granters of the franchise
or whatever, you still retain primary responsibility under
the legislation to ensure that those whom you employ,
either under a contract or franchise, are aware of basic
laws, and that you have satisfied yourself that they can
meet the requirements.

There was a recent case where in deciding on a
tender a local authority rejected a company which they
did not feel could adequately meet COSHH and health
and safety regulations. The company appealed against
this and the court found for the local authority. The said
they had a duty to ensure the company could meet the
regulations. It is an ongoing duty. There is a continuation
of a duty to ensure that people can meet the standards
you would set yourself. If they do not meet those
standards, then it can go to the root of the contract.

There are a couple of other points of interest to
those who are running general leisure facilities. Many of
you will have bars in your premises, or your premises
will be licensed. Please do not forget, as a couple of
leisure centre managers have done, that you need prior
consent from the justices for alterations. This is not a
planning matter; it is a matter which the justices have to
approve. If you are going to move the bar, the snooker
room, or the lounge around, you have to have their
consent first. If you do not get it you can find, as one
manager in South Wales found, that the licence for the
leisure centre is revoked.

You have responsibility for disorder, and it can be
a personal responsibility depending on who is the
licensee or person in charge of the premises. Where
there is disorder, you have a duty to prevent it, and you
have a duty to summon police assistance to make sure
that it does not happen.

I want to make just one remark about betting and
gaming, following on from the National Lottery which is
being trumpeted all over the place as a very good thing,
and a good thing for sport. That is true, but remember
also that part of the National Lottery Act now contains
new rules on the running of local authority and society
lotteries as well, with stricter controls over the way they
are run.

They have had to change the limits and ceilings on
stake money and prize money, but of course they are
very aware that both society and local lotteries are going
to be hit by the strain on the leisure pound which the
national lottery represents.

I have a feeling that this is a case of ‘swings and
roundabouts’, that revenue from smaller and sports fund
lotteries will diminish as the national lottery takes a
stranglehold on the gambling habits of the nation - if it
does. We shall see.

I am interested in food safety regulations which
were subject to a great deal of publicity when they were
brought in. We all had to rush to register every single
food premises we could find and now it all seems to be
trickling away. Whether that is just the fact that they
have the list of names now so they know who is catering,
I do not know, but we certainly have lost some of the
impetus in that area. However, it is still a requirement
under the law to register food premises prior to starting
in business.

The other point to note is to record and check
renewal and application dates. Please remember that you
have things which need renewal, and if they are not
renewed within the correct period you will not be
allowed to continue with the activity. I am not just
thinking of the bar licence; I am thinking of other things
as well. The public entertainment licence is a good
example. If you are a day late with the PEL you have to
put in a fresh application. That has happened to several
leisure centres that I know.

I would like to deal with something else which will
be of interest to many of you because of what is
happening in relation to mandatory and discretionary rate
relief, and charitable status.

A lot of people who consult me nowadays are
enquiring about what they can do in their local authori­
ties and in their community associations to create and
maintain charitable status, because of the advantages that
can be gained, certainly on the sporting side, from
having it.

There are also a number of people who move
within the public sector and the private sector, and
consider club status as being the best way forward for a
sporting activity. They say: what do you need? Well,
first of all you have to decide what type of club you
want, whether you want a club run entirely by the
members, and therefore self-funding, or whether you
want a form of proprietary club where the proprietary
element, be it a local authority input or a private
enterprise input, puts in the money and therefore has the
members as customers. That is the first thing to decide
on.

Whichever you decide upon, you must have an
adequate set of rules and a proper constitution. One of
the things that I have found recently is a tremendous
conflict with trusts set up under the Recreational
Charities Act, or which have been granted by a local
authority, in good faith as a community venture. They
have subsequently run into immense problems with
regard to the status of the club, the election of officers,
the conduct of the bar, the running of other activities.
There is a conflict between what is quasi-public and what
is in fact a club element. You cannot take along to the
justices an open, public community association and say
this is really a club, because under the Recreational
Charities Act it has got to be open. So you need to
decide whether you want to be open or closed.
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Don’t let it get out of control. That was the reason
I was brought into a case where two local authorities had
half-clubs and half-community associations, which were
totally out of control.

In relation to charities there is a scheme called ‘bar
separation’. There is currently a working party under
Tessa Baring, with which I am involved, on deregulation
for charities and voluntary organisations. They do not
really know where to start! The amount of paperwork
they have to deal with is quite horrendous, and they are
supposed to report in about two months time. I do not
know what they are going to say.

They have the problem that as a charity you cannot
make a profit. This is quite important where you run a
bar or other fund raising activities which do make a
profit. So they have to set up a separate club or
organisation which is distinct from the charity. All these
things have to be considered when you are thinking of
setting up some form of charitable trust, certainly one
which would qualify for 100% rate relief.

Discretionary rate relief for clubs is still an issue.
I would endorse the point made earlier by Cyril Villiers,
the difficulty of getting local authorities to understand
that they can encourage the voluntary sector by granting
this rate relief. It seems to be something they are not
prepared to do, particularly where there is a bar
involved. They consider that a bar somehow taints the 

whole process, which I do not think it should.
And do remember, as I have said, the proprietary

relationship which is the relationship between you, as an
operator of an organisation, and the members. This is
particularly true in liability terms because the proprietor
does have liabilities which, where you have a member­
ship operation, do not exist. It is interesting that if I slip
on negligently shovelled snow outside a proprietary club,
I can happily sue the proprietor and gain redress of
millions of pounds for my lost time, but if I slip on
negligently shovelled snow outside my local cricket club,
of which I am a member and which is a members’ club,
I am slipping on my own snow. I own the snow, along
with all the other members, and it is my fault. There is
nobody I can sue.

I will leave you with one last message. Don’t go it
alone. When it comes to the law this is so important.
You are not meant to do everything yourself. Please,
take advice.

Use the facilities of your local authority legal
department. They may not know the ins and outs of the
COSHH regulations and all the other laws you have to
deal with but they do know how to handle claims, and
they are the experts. So use them as much as you can
right from the outset. It does you no harm; in fact it
shows that you are reasonable people who listen to good
advice well and take it on board.
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RISK ASSESSMENT

Peter Mills

Principal Consultant
Quality Leisure Management Ltd

Introduction
My presentation will be one approach to risk assessment,
as required by the Management of Health and Safety at
Work Regulations (1992) with which you are familiar. It
will be a practical approach based on my experience
having done a number of risk assessments. The most
important thing to remember is that risk assessment is
only a means to an end. Section 3 of the regulations
requires a risk assessment; Section 4 requires docu­
mented arrangements based on the results of that risk
assessment. Therefore the risk assessment is only the
start of the process.

Guidance documents have been produced by your
Institute on how to go through the risk assessment
process and are available to you here.

Objective of Risk Assessment

• To assess the likelihood of injury to customers,
staff or sub-contractors by examining the arrange­
ments in place to control significant hazards.

Definitions

• Hazard is something with the potential to cause
harm.

• Risk expresses the likelihood that the harm from a
particular hazard is realised.

It is important to distinguish between hazard and risk.
Chemicals in a drum may be extremely hazardous but
whilst they stay sealed in a drum and are not used the
risk is comparatively low. The risk increases as the
material is handled. Therefore, in order to do a risk
assessment we must look at the operating arrangements
in place. Risk assessment should be individually carried
out on a site by site basis.

We have identified a method of defining a signifi­
cant hazard: anything which can cause a repetitive minor
injury, through to major injury, through to catastrophic
fatalities. We apply a simple mathematical formula to
help guide you through the process.

Three Steps to Assessing Risk
• Identify significant hazards.
• Identify arrangements that should be in place.
• Assess actual situation and operating practice.

These procedures have to be carried out by the on­
site managers who are experienced and credible and who
understand their operation. You are probably already
doing these things; this is just a more formalised
approach in writing to meet the regulations.

Hazard Types (What can happen in any area)
A PERSONAL INJURY
• Cuts/abrasions
• Sprains/strains
• Unconsciousness
• Electrocution
• Bums/scalds
• Flying/falling objects
• Crushing/trapping
• Drowning
• Spinal injuries
• Personal health (thermal shock at work creating

epilepsy, heart attack ..)
• Asphyxia
B INDUSTRIAL DISEASES
• Harmful substances used in working processes

contracted through:
- Skin
- Breathing/inhalation
- Orifices/lesions
- Swallowing

C POLLUTION
• Substances used (in working processes)
• Noise
• Gases.

The next step is to identify the potential severity
rating (PSR) of any given hazard on a scale of 1 to 6 as
follows:
• Negligible injuries = 1
• Minor injuries = 2
• Major injuries = 3
• Fatal injuries = 4
• Multiple fatalities = 5
• Catastrophic fatalities = 6

Tables 1-3 show examples of PSR evaluation in three
different situations.
Table 1. PSR Evaluation - Swimming Pool

HAZARD TYPE PSR

Water Drowning
Spinal injuries
Electrocution

Contagious diseases

4/5
3/4
4/5
3/4

Floor surfaces Cuts/abrasions
Sprains/strains

Broken/dislocated bones

2/3
2
3
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Table 2. PSR Evaluation - Sports Hall

HAZARD TYPE PSR

Floor and fixings Cuts/abrasions
Broken/dislocated bones

Sprains/strains

2/3
3
2

Five-a-side goals Crushing/trapping 2/4

Lighting Flying/falling objects
Cuts/abrasions

3/4
2

Table 3. PSR Evaluation - Grounds Maintenance

HAZARD TYPE PSR

Strimmer Loss of sight 3
Impaired hearing 3
Cuts/abrasions 3/4

It is important to work out the severity rating of any
given hazard at an early stage of the risk assessment.
This then has to be linked to the probable likelihood
rating (PLR), also on a scale of 1 to 6:
• Highly improbable = 1
• Remotely possible = 2
• Occasional = 3
• Fairly frequent = 4
• Frequent or regular = 5
• Almost a certainty = 6

The next stage is to decide exactly how to conduct
the risk assessment at a particular site. This involves
going on-site and looking at the actual operating practice
in order to determine the possibility of injury.

It is helpful to have a written guide to this
procedure. One can try to identify causes of injury. In
the case of a swimming pool, cuts and abrasions, for
example, may be caused by bad management of the tiles,
low level glass, e.g. wrong type of glass, or badly
marked, badly maintained fittings, slips and falls through
inadequate control of users. In the sports hall, unsecured
five-a-side football goals can be the cause of injury. In
using a strimmer, an operator who has not been well
trained may be injured through misuse of the equipment.

Tables 4-6 show examples of PLR evaluation, to
identify the arrangements that should be in place.

Table 4. PLR Evaluation - Swimming Pool

HAZARD TYPE ARRANGEMENTS

Drowning Normal operating procedures
Emergency action plan

Qualified and sufficient staff
Training records
Signs and notices

Table 5. PLR Evaluation - Sports Hall

HAZARD TYPE ARRANGEMENTS

Floor and fixings Examine condition of floor

Five-a-side goals Method of securing or storing

Table 6. PLR Evaluation - Strimmer

HAZARD TYPE ARRANGEMENTS

Loss of sight Correct training on use
Issued and worn face protection

Burns from petroleum
fire

Training on refuelling, correctly
fitted fuel cap and maintained

unit

Having established the PSR and PLR numbers,
from 1 to 6, the two numbers are multiplied to arrive at
the risk rating number (RRN).

If the roof were to come in on a swimming pool,
then the severity score would be 6 - catastrophic
fatalities. If you came up with a score of 6 for both PSR
and PLR, giving and RRN of 36 - the highest possible
score, I suggest you should conduct the rest of the risk
assessment from another location! In fact, any score
above 9 means you have a priority for action. I will
come back to this later.

This formula is an optional method; it is not
mandatory, it is just a guide to help you to establish the
priorities in your action plan and in putting arrangements
in place.

The original objective is to examine the arrange­
ments in place and therefore reduce risk. Be aware of the
arrangements you would expect to see in place. The
likelihood of there being an accident will increase as the
quality of these arrangements decreases.

There are a number of guidelines which are helpful
in carrying out the assessment of arrangements:
• Prepare well (desk audit)
• Address each site individually
• Be objective
• Understand the product/service
• If independent, ensure site based guide who is

knowledgeable of the area audited
• Concentrate on the significant problems
• Examine:

- the area of equipment
- observe working methods
- talk to the people involved
- examine documentation

(e.g. operating procedures)
• Record findings as you go
• Ensure examination of sufficient depth to give

confidence
• Consider the usefulness of auditing principles based

on BS7229.

Because the new management regulations are part
of a six-pack of regulations, you do not have to do six
assessments. It is very useful to consider the other five
regulations and their phased implementation; as you
conduct the risk assessment, consider:

• The workplace
• Use of work equipment
• Use of personal protective equipment
• Manual handling
• Display screen equipment.
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So if you find a significant manual handling task,
for example, you would look to see how adequately the
operator is trained. You would look to see whether the
personal protective equipment is adequate; whether the
display screen equipment, the VDUs and word proces­
sors, are being used in the correct manner and in line
with the new regulations.

It is very difficult for the assessor to examine, say,
the adequacy of the supervision arrangements if he is not
familiar with Safety in Swimming Pools. You cannot
examine the adequacy of COSHH without having a
working knowledge of it. So be aware of the key legal
good practice requirements within the industry.

So we come to the mathematical bit that I referred
to earlier. PSR is the severity; we decided at our desk
how severe any of the hazards in our building could be
if they actually happened. We have been out and looked
at it to decide the likelihood of it happening, the PLR.
Thus we can arrive at the risk rating number (RRN).

PSR x PLR = RRN
The higher the RRN, the greater the significance and
urgency for remedial action.

Our experience is that most scores will be fairly
low but anything scoring over 7 is worthy of consider­
ation, Certainly, anything scoring over 9 is a cause for
concern.

Now, the regulations do not just require that you do
your risk assessment and put it on a shelf. They state that
an assessment should ‘be conducted whenever circum­
stances change’. Our recommendation is every two
years. However, if you build a new facility, or there are
significant changes in personnel, it is worthwhile doing
at least part of the risk assessment again. When you
come to your second assessment, all the desk work will
have been done so it is fairly straightforward. It is the
first one that is difficult and takes the preparation time.

There are some things in the process of doing a risk
assessment in a leisure centre that are common to any
leisure centre. If you have a dozen sites and you identify
the hazards, the severity, the causes for one site, you can
probably transfer that to the next one. That is why the
ISRM publication has been produced because it identifies
all the hazards in a leisure operation, the severity, the
causes. It also identifies the arrangements to look for.

Table 7 provides a review of the whole process.

Table 7. Review of Risk Assessment Process

MODEL

Identify hazards
Apply potential severity rating (PSR)

Identify causes

INDIVIDUAL

Assess by examination the arrangements
Give probable likelihood rating (PLR)

Identify risk rating number (RRN)

Reference legislation, codes etc (Model)

Formulate recommendations/action plan

The most important thing that comes out of it is the
report and the action plan. There is no point in doing the
assessment unless it is followed by appropriate action.
Every time we have done an assessment we have found
things that are worthy of consideration. On average we
come out with about 15 pages of findings. This will
cover what is good as well as what is bad, but it is easy
to fill a page with recommendations for safety improve­
ments, even on sites that have achieved BS5750
certification.

Going back to the guidance document produced by
the Institute, it covers the assessment of general areas
across the building, such as fire precautions, dealing with
sub-contractors, waste management and so on. There are
some detailed charts identifying all the hazards, the
arrangements, etc.

There are four supporting sections on specific areas
such as display screen equipment, manual handling tasks,
and so on.

(Mr Mills then showed a series of slides illustrating
excerpts from the ISRM guidance document. Copies are
available from the Institute)
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PERFORMANCE AND VALUE

Dermot O’Donovan

Senior Manager, The Audit Commission

Introduction
The Audit Commission has always promoted the use of
performance indicators as an essential management tool,
to ensure that local authority services give value to their
users, and value for money to the taxpayer. The
Commission makes extensive use of inter-authority
comparisons in its own value for money work, and
publishes comparative data on local authority perfor­
mance through the Profiles and through the Quality
Exchange. The Quality Exchange reported on sports and
recreation facilities earlier this year, and these are being
followed by questionnaires on museums, parks and open
spaces and play.

Local authorities too, are making more and more
use of performance indicators in their own management.
Comparisons - with targets, over time or between
authorities - are becoming more widespread. I do not
think that there are many managers who do not have
formal or informal performance standards or targets that
they use to assess and improve their own performance.

The government has launched its Citizens’ Charter
programme, as a way of improving the quality of public
services. The Charter sets out some basic principles that
should apply to all public services, and has introduced
the ‘Charter Mark’. The Charter also advocates perform­
ance comparisons, to encourage authorities to learn, and
‘to emulate the best’.

This is now enforced by legislation, and the Audit
Commission now has the duty of defining performance
indicators for all local authority services.

Local authorities will have to collect information on
their performance, and publish this in a newspaper, and
the Commission will produce a national analysis.

The key dates to remember are:

December 93: Commission publishes list of indicators
to be collected.

December 95: LAs publish their results for 94/95.
March 96: National analysis of 94/95 published.

The Focus of the Indicators
Two vital - but often overlooked - questions when using
any form of performance information are:
• Who is it for?

and
• What will they do with it?

In the case of the Charter Indicators we see that the
prime customer for the indicators is the citizen, and the
purpose of using the information is as follows:

• To inform citizens about council activities;

• To allow citizens to evaluate performance: over
time and between authorities, if appropriate.

We hope that the information will also be useful to
managers, and will encourage a more proactive approach
to performance management across the whole spectrum
of services.

This focus on the citizen has a number of conse­
quences:
• Indicators must reflect citizens’ concerns; and
• Indicators must be easily understood.

In addition, because of the requirement to publish,
and to keep down your costs of collection, the overall
number of indicators is limited.

The Approach to Leisure Indicators
Problems and Issues
Leisure services present a number of problems when it
comes to defining performance indicators. For example:
• Leisure services are discretionary.
• There are a wide range of activities and services

involved.
• There are wide cost variations according to the

standards set.
• Many authorities have several facilities, with

different standards and programmes; averages may
be meaningless.

• Quality depends heavily upon user perception and
needs.

• Authorities are adopting an enabling rather than
direct provider role.

Consumer Research

The approach that the Audit Commission took last year
was to carry out market research, to see what were the
citizens’ interests, and to carry out academic work to
develop performance indicators.

The citizens’ concerns were:
• Leisure centres - cleanliness;

activities for aged and disabled;
staff helpfulness;
pricing;
opening hours;
variety of sports.

• Parks - safety of playgrounds;
cleanliness;
upkeep;
accessibility.

Many of these are very hard to quantify. For
example, while a cleaning programme can be specified
as two cleans per day, the actual cleanliness will depend
upon both the efficiency with which the programme is
carried out, and also the rate at which users make the
place dirty.
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In addition to considering citizens’ general interests
about services, we have also had to consider the non­
users of facilities: in the case of leisure centres that is
probably half the population. Indicators need to be
relevant to them as well as to users of centres.

The 1992 Proposals
So last year the following indicators were proposed and
published for national consultation:
• Accessibility: percentage of population within

three miles of a pool, sports
hall, sports ground, or park.

• Usage: visits to pools, sports halls,
museums.

• Costs: net cost per visit, net spend per
head of population.

• Areas of parks and open spaces.

Access 67%
Visits per head of population:
- Swimming pools 70%
- Sports halls 45%
Cost per visit 50%
This gives an indication of the current availability

of data, although some data on usage would surely be
needed for management purposes.

Figure 2 shows the median and quartile responses
to the question on accessibility for swimming pools.
Similar results were obtained for sports halls and sports
grounds.

They demonstrate that the question of accessibility
would not have provided useful performance information
to citizens, although a simpler indicator - the level of
provision per 100,000 population does show differences
between authorities (Figure 3).

As a result of the consultation, these indicators were
not included in the mandatory list for ’93/’94, and are
being reviewed again this year. However, the Commis­
sion’s own Quality Exchange programme covered a
number of these questions in the recent review of sports
and recreation services, published in March this year.

The Quality Exchange
The Quality Exchange was launched by the Commission
in 1990 to fill the gaps left by other assemblies of
comparative information. Unlike the Citizens’ Charter,
participation in the Exchange is voluntary and results are
confidential. Rather than listing the results of each
authority, the range of responses is reported: the upper
and lower quartiles and the median value. Managers can
use these data to assess whether their performance is
high or low, and can make their own assessment of
whether this is an issue that they need to address. The
Exchange can address subjective issues such as staff
helpfulness by probing topics like staff training, customer
care training, supervision, and complaints processes. It
includes information on the management structures and
the systems and processes that are used to manage
services, as well as basic cost and usage data. Figure 1
highlights the differences between the two approaches.

Fig. 1.

Two Approaches to Performance Information

Citizen’s Charter Quality Exchange

• Mandatory • Voluntary
• Public and published • Confidential
• Audited • Self-managed
• Factual • Subjective as well

as factual
• Citizen’s assessment • Self-assessment

Fig. 2. Percentage of population living within
three miles of an indoor pool

Fig. 3. Provision of swimming pools
per 100,000 population

Sports and Recreation Services

The sports and recreation services survey was com­
pleted by about 50% of all local authorities. The
proportion of these that provided data on the perfor­
mance indicators was as follows:

Figures 4 and 5 again show that usage figures
demonstrate differences between authorities. The subsidy
per visit (Figures 6 and 7) also appear to show differ­
ences between authorities, although the problems of
determining usage statistics may raise questions over the
accuracy or general availability of this information.
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Fig. 4. Visits per head of population to swimming pools Fig. 6. Net cost per visit to swimming pools

Fig. 5. Visits per head of population to sports halls Fig. 7. Net cost per visit to sports halls

Proposals for 1994/95

The indicators proposed for 1994/95 address the
following key questions: what does the council do, how
well does it do it, how much does it cost? The emphasis
of the indicators is to give an overview, rather than to
provide a detailed analysis of each service. The indica­
tors proposed were:
• Number of indoor swimming pools.
• Number of swims during casual sessions.
• Cost: Option 1 - Net cost per swim.

Option 2 - Net cost per resident.
• Number of indoor sports facilities.
• Number of visits during the year.
• Option 1 - Net cost per visit.

Option 2 - Net cost per resident.
• Hectares of park and open space

• Number of sports pitches
• Cost of maintaining parks and spaces per head of

population

• Number of children’s playgrounds, fenced and
unfenced

• Net cost of play: direct provision, grants to
voluntary organisations.

• Expenditure on museums
• Number of visits to museums.

These indicators were included in the consultation
document issued by the Audit Commission in August and
responses have been many and varied. Well over 1500
individual points have been made by local authorities,
and these are now being reviewed to decide what
indicators we shall be defining in December.
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OPEN OPPORTUNITIES - A NEW CONCEPT IN INCLUSIVE RECREATION

Michael Lassman

Director, Association for the Development of
Open Opportunity in Recreation

Introduction
When I use the phrase ‘people with disabilities ’during
this presentation, it refers to people who suffer with
physical disabilities, learning difficulties or sensory
impairments.

I am sure that you, as a group of recreation and
sports managers, believe in the concept of equal
opportunities for all. However, the reality of offering
services to people with disabilities within mainstream
provision brings into play a wide range of negative
feelings and attitudes. It has been my experience that
when people have little or no experience in this type of
work they are often fearful and apprehensive, embar­
rassed and anxious. If this relates to you, then hopefully
this presentation will offer a vision for future work that
will assist you to overcome some of these feelings.

A large part of the sports and recreation industry
has expounded anti-discriminatory theory for much of the
past 20 years. One would have thought that during this
period, real change would have been effected regarding
the opportunities that exist for people with disabilities to
participate in mainstream provisions. However, it can be
clearly seen that whereas individual pockets of inclusive
practice have been initiated, in the main, people with
disabilities are still forced to participate in segregated
sporting provision, or indeed, not to participate at all.

Many of us, and the organisations for which we
work, own equal opportunity statements which say that
should an individual wish to attend he or she may do so
free from prejudice and discrimination on grounds
relating to differences of gender, religion, colour,
disability, etc. Unfortunately all too often these state­
ments are only passive statements of intent with regard
to people with disabilities and are not backed up with
positive working practices.

The organisation for which I work, the Association
for the Development of Open Opportunities in Recreation
(ADOOR) has been examining equal opportunity
statements within the mainstream recreation industry, to
see if there are any noticeable deficiencies within them.
The purpose of this has been to find reasons as to why so
many people with disabilities are still having to use
segregated provisions, when they would rather be
included in mainstream services.

The result of our work, has been a change of focus
away from directly serving people with disabilities, and
instead to provide a service to organisations within the
sport, recreation and leisure industries. The aim is to
assist them as they change their style of working to
become more inclusive in nature. We are no longer
seeking to develop integration in recreation, but now
looking to encourage the development of inclusive
working practices. This slight change of language has
proven to generate a renewed interest in a subject that 

many organisations think has been overplayed in the past
few years. We propose a change of responsibility for the
involvement of people with disabilities in mainstream
setting, away from individuals who have been seeking it
and to the organisations who have often prevented it.

Our Association aims to assist providers to adopt
more inclusive working practices and thus increase
opportunities for people with disabilities in their
communities. I hope this presentation will stimulate
further interest in the concept of open opportunities that
we have initiated, and assist the general acceptance of
people with disabilities in society at large. We provide
training, advisory and support programmes to organisa­
tions wishing to extend existing equal opportunity
statements, by adding documents relating to working
practice. Adherence to open opportunities is an active
rather than a passive step.

Background
The concept of Open Opportunities has evolved from the
relative failures of the integration policies of the 1980s.
It was during these years that I managed a recreation
service, designed to offer a unique facility to young
people and adults with learning difficulties, to participate
in a mixed ability environment. Able and less able people
shared equal status and membership of a recreation
group, and attended the same activity programme. In
addition to this service, those with disabilities were also
assisted in their attempts to locate openings in main­
stream groups or clubs, for increased recreational input.
One member of the organisation’s staff team undertook
initial contacts with the chosen external organisation,
offered their staff relevant training and advisory
programmes and supported the individual in their initial
attendance.

This process, which we called the Integration
Schemes Programme, was labour intensive, complex
and, onc.e the initial support from our expert staff had
been withdrawn, was invariably doomed to failure. This
failure was largely due to the inability of the recreation
managers and youth service staff to handle the problems
that arose, as they were outside the norm of their usual
working remit.

Time after time these programmes foundered at the
first sign of any difficulty. Either the person was told
that he or she was no longer welcome at the club, or
they became unable in themselves to continue attending
where they felt they were unwanted. In any event, the
person would invariably return to our fold, a ‘safe’ and
semi-segregated environment for their recreational
participation.

One of the problems was that in the vast majority
of organisations that were approached, the responsibility
for the success of the integration scheme was placed very 
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firmly on the shoulders of ourselves, the external support
body. Very few actually took full responsibility for this
element of their provision. It should be stressed that we
only approached clubs that publicised themselves as equal
opportunity organisations, professing to accept all people.

In 1991 I undertook an in-depth evaluation of the
past ten years’ attempts at creating lasting integration.
Why had there been so many failures? The common
factor in nearly all cases was the negative attitude
towards people with disabilities within the mainstream
organisation’s management and leadership. Conversely
any successes could be attributed to positive attitudes
prevailing amongst the same people.

Concerns were expressed about a wide range of
issues that were allowed to become insurmountable:
problems of access, lack of specialist knowledge and
facilities, financial implications and the possibility of
scaring off existing members and thus creating falling
numbers. Indeed, a book could be written about the
countless reasons and excuses why people with disabili­
ties should be rejected. It would make very interesting
reading.

As a result of continual rejections, integration
would only occur if someone was persistent enough to
keep asking and brave enough to face the responses they
invariably received. In general they were not. Accord­
ingly most people seeking a recreational outlet looked to
the disabled communities for fulfilment of their needs. Is
it any wonder, therefore, that there is an ever increasing
number of disabled sports and social clubs being set up?
There is no sense in this, as in most of these cases
segregation means duplication and this at a time when
resources are scarce and funding continually being cut.

Today, many organisations offer time and space
within their environment for disabled groups to take
advantage of the facilities on offer. Whilst this does
bring people with disabilities into mainstream settings it
is only a poor compromise for those wanting to attend
regular activities within the service. True inclusive
practice exists only when all people attending have
absolute equality of opportunity.

The results of my investigations led me away from
unequivocal belief in integration policies. Why should
people with disabilities need to ask if they can attend?
Surely it is their basic right to be able to so do. I now
believe that we can no longer sit back and congratulate
ourselves about being prepared to accept anyone who
should knock at our door. The time has come to open the
door and invite people in.

This country has had a long history of social
segregation, far longer than anyone can remember. Do
we really believe that by having an equal opportunity
statement we can change that which has been a part of
our society for so long? We must now be prepared to
take a more active stand in this matter.

The responsibility for inclusion must come from the
mainstream, irrespective of whether anyone is asking for
acceptance. This shift of responsibility away from the
individual with a disability and onto the mainstream
organisations, is the basic premise behind the new
concept of open opportunities.

Barriers
In order for a mainstream organisation to adopt open
opportunities successfully, it is essential for them first to
understand all the implications of such a step. All 

personnel, that is management staff and users of the
agency, must be aware that at any time a person with a
severe learning difficulty or physical disability could turn
up seeking inclusion.

If this were to happen, how would you and your
staff react? Would your staff be able to welcome this
person as they would another stranger?. How would
existing users or members cope with such an ‘intrusion’
into their space? Perhaps you believe that your environ­
ment is for the sporting elite, which would preclude a
person with such a disability from wanting to attend in
the first place, regardless of whether he or she might
have an interest.

An open opportunity organisation will have
addressed this possibility of such an introduction and
made preparations as though it were a certain eventual­
ity. Play out the scenario in your mind and try to
imagine what would happen in your workplace. Are you
truly prepared for inclusive practices? If not, what are
the barriers that exist and how would you overcome
them? Let us examine some of these potential barriers
and see whether they are as major as it would seem.

For many people we can use the word excuse
instead of barrier, for they have never tried to find a
solution to the various problems that they face, or have
the inclination to try.

The first and most common excuse is that of having
no access to buildings or no so-called disabled facilities.
True, a great proportion of venues used in the sports and
recreation industry reflect the majority of our society’s
buildings and are indeed inaccessible. This is a genuine
problem that is costly to rectify and sometimes not even
possible. However, it should not be used as a justifica­
tion for a failure to adopt open opportunities. It may not
be possible for people in wheelchairs to gain access to
your environment, but they represent only a small
proportion of all people with disabilities. Many others
could benefit from your facilities.

It might be that you believe that your staff lack the
specialist knowledge or abilities to offer an inclusive
environment. This well used excuse is also easily over­
come. I do not believe that one session of disability
awareness training will enable a person to become a fully
enlightened and understanding worker, although it may
be a positive start. However, an ongoing programme of
training, regular association with people with disabilities,
and experience will rectify most difficulties. It is usually
the last of these that is most telling. Many members of
staff will have never had first hand experience of
disability, which can cause fears and anxieties about their
abilities to continue to perform their jobs. Experience at
first may be challenging for them, but it will in time
alleviate their anxieties. This process does not expect
everyone to be able to work with people with disabilities
in ±e organisation, but if they show that they cannot, are
they the right people to be in the front line of community
provision in the first place?

Elements of specialist knowledge can also be
acquired. How one offers coaching in a particular sport
to someone with physical needs, is something to learn
from those who have already succeeded in this task. If
all instructors were skilled in this way, the need for
segregated provision would be lessened, as suitable
coaching could be found at local mainstream clubs.

In today’s society, I do not believe that any
recreation organisation would employ a worker or a
sports club employ a coach, no matter how good they 
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were at their job, if they refused to work with people
from an ethnic minority group. Should the same rule be
applied to working with someone with a disability?

It is often the case that existing users or long term
friends of an organisation find it hard to adjust to having
someone with a disability in their club or group. Even if
this occurs I do not believe it should be a reason to reject
a potential new user. It is our responsibility to offer
education and training, when necessary, to our existing
user, in the same way we have to our staff. They may
need similar types of support in learning how to share
their space. After such training, if these people still show
no signs of changing their attitudes and accepting the
newcomer would we have to look, however painful it
may be, at their involvement in our facilities? As with an
unwilling staff member, is this person really an asset to
our organisation?

Many times management personnel have expressed
fears regarding the financial implications of opening the
organisation to people with disabilities. There may be the
need for the purchase of specialist equipment or the
employment of extra staff to offer extra support to the
individual concerned. Even if this is the case, should we
allow budgetary constraints to dictate to whom we should
or should not permit entry to our organisation? I have
witnessed one club offering subsidies to members who
were short of funds whilst rejecting others because of the
cost factor involved in including them. This was a sure
sign of the unwillingness of this organisation to address
the issues of inclusive practice.

If there are financial fears, perhaps it should be
mentioned that there are many chartable trusts and other
grant making bodies that would look favourably on an
application from a mainstream group looking to offer an
open opportunity environment. They may be able to fund
a project that would genuinely help people with
disabilities in your community to receive a service from
your organisation.

In my experience, whenever an excuse is offered
why people with disabilities cannot or should not attend,
there is usually a relatively straightforward solution to be
found. The crux of the problem tends to be the
motivation of management and leadership to offer
opportunities to people with disabilities in the first place.
If they say ‘yes’, the problems find their solutions, staff
co-operate and changes can be made.

The Way Forward

If you adopt open opportunities you are committing your
organisation to change - neither an easy task, nor a
speedy one. What are the steps to be taken to effect this
change? I am going to headline these ideas for change
and will be pleased to expand upon them after the
presentation.
• Examination of prevailing attitudes towards the

inclusion of people with disabilities in your
services. Start with senior staff members: manage­

ment and leaders, then progress to other staff. You
might want to bring in external facilitators to help
in this process.

• Making contact with local support groups of people
with disabilities. These can be located through
Social Services or specialist facilities: residential
units, day centres, special schools, etc. Explain the
way you hope to offer new services in the future.

• Developing an understanding of how people with
disabilities feel about mainstream inclusion and
assess how your organisation could fulfil some of
their needs.

• If possible, each member of staff should take time
out of your organisation to visit local special
resources. By spending time talking to people who
could become failure users of your facility, it will
help individual workers confront any fears they
may have, outside their normal work environment.

• Looking at the way your organisation is marketed.
Does it encourage people with disabilities to attend?
Could publicity be improved?

• When you feel that you and your staff are ready for
an introduction, extend an invitation to some people
who were met during earlier visits. Ensure staff
they met are in attendance when they arrive.
By taking these steps, you will find that a slow

progression towards inclusive practice is made. You may
think that this is a little manipulative, as there are
probably no other people who are given specific
invitations. Perhaps this is so, but it is one way of
breaking down the barriers caused by past segregation.
How else would someone who might have been rejected
many times suddenly know that now they would be
accepted, if they were to try one more time?

The process appears fairly straightforward, which
it is, but usually not without some setbacks. There may
be problems and still further rejections. There will
almost certainly be times when you ask yourself whether
or not it is worth the effort, time and possibly money, to
open your organisation. Perhaps you are sceptical about
it now. I cannot give any pointers that will make the
process any easier, for there is no easy answer, that is
why you must be absolutely committed to the idea,
before embarking upon it in practice.

The justification and rationale behind open
opportunities and inclusive practice is the knowledge that
it is socially and morally correct to try. People with
disabilities are entitled to and deserve the opportunity to
participate alongside their more able peers. It is our
responsibility to ensure that they have the chance to
exercise that right.

The only reassurance that I can offer, is that you
will be able to look at your service next year and see an
improved provision. From experience I can say that the
inclusive provision is an improved provision. That is
hopefully something you will shortly be able to confirm.
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THE CULTURE OF QUALITY

Tony Edwards

Educational Development Service
University of Northumbria at Newcastle

Quality is one of those words that no one defines
effectively and yet everybody talks about it as though it
has great significance and meaning. With my involve­
ment with Japanese companies operating in the north east
of England I became aware of a peculiar factor. In the
north east there have been some interesting problems
associated with the industries that were normally resident
there, particularly heavy engineering, coal mining,
shipbuilding, iron and steel. They have all gone. They
have been replaced by industries which have an entirely
different approach, both to the management and the
reaction to the employees. I was really curious to see
how this hard, macho, masculine orientated image of the
north east worker would fit into organisations like
Nissan, Komatsu, Fuji, and so on. That led me down a
route that gave me a deeper insight into what I call
organisation culture.

So, what I want to share with you this morning is
the concept of what that culture means. It is a concept of
total quality and the opportunities it can present for any
organisation to take advantage of it and become more
effective. I want to finish by giving you some prompts of
three major areas which in my opinion grossly affect the
culture and effectiveness of the organisation.

The first thing I want to share with you is a
definition that we can all agree on.

Manufacturing products or providing services
that meet agreed customer requirements

first time, every time

For me, this is a simplified but nevertheless
recognised and substantive definition of what quality is
about. It raises some interesting issues.

Who is the customer? A colleague of mine who is
a consultant for total quality has a quite clear definition
of who the customer is. It is the person who provides the
funds. I disagree. The customer is the person to whom
the service or product is delivered. Any attempt to
tripartite agreements by which you have clients,
contractors and customers is, in my opinion, phooey. It
is the person to whom the service is delivered who is the
customer. The funding source is given to someone with
the responsibility to deliver the customer agreed
requirements, first time, every time.

It raises an interesting issue as to how you find out
what customers want. The answer is simple. You ask
them. It never ceases to amaze me in the contacts I have
had with so many companies how many judgements they
make about what they think their customers want.

Some years ago I was involved with a timber
merchant. This company had 145 different types of
wood. It carried tremendous slocks of this wood, it had 

warehouses full of 145 different types of wood. The
problem was that the financial implications of that were
quite massive and could not be sustained. So they asked
me to come in, as a consultant, and look at lheir
business.

The first thing 1 did was to make an analysis of
what their customers wanted. In fact, 90% of their
customers were dealing in only five different types of
wood. It seems obvious, it seems commonsense, and
indeed, many aspects of total quality in terms of
customer orientation, are very much geared to a concept
of commonsense. You ask the customers what they want;
you can then evaluate that and see how far you are able
to deliver it.

So we have a concept that commonsense prevails.
However, there is an over-rider.

Common sense
Not

Common Practice

Commonsense is not common practice. Logic is
common practice. Logic has been defined as being a
systematic way of arriving at the wrong conclusion with
confidence! Succinctly, to suggest that total quality
merely represents a commonsense approach is, on the
one hand, quite valid; the implication of that is that we
destroy the commonsense values that we attribute to
quality issues with something else over which we have
little control. I will come back to that point shortly.

One of the most important factors is the concept of
a customer. Having established who the customer is, the
important thing is to deal with them in their terms. Their
perceptions about what you are delivering as a service is
their reality. The fact that it does not coincide with your
reality is not their problem, it is your problem.

Tom Peters, who has written a lot of work about
quality, makes an interesting point. He wanted to buy a
car. He is an inveterate coffee drinker. He went to the
garage, was shown a car and the salesman then went into
the usual sales patter of talking about the specifications
of the car, the wonderful engineering, the beautiful
design, and so on. Peters was bored stiff. He did not
want to know. He was too busy looking inside the car.
In doing so he noticed that there was recessed circular
dish on the dashboard. He asked what it was for and was
told it was there to hold a coffee cup. Peters immediately
decided to buy the car. His perception of what he wanted
in a vehicle was satisfied by that product. It fitted his
requirement.

The customers perception is their reality
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So consumers’ perceptions are their realities. It is
very important to remember this. I recently visited a
company who told me they had a very good understand­
ing of their customers’ perceptions. They believed that
their customers should be always accommodated and
informed of issues that directly affect them, particularly
in areas like the service department, the spares depart­
ment, the reception department or the engineering
department. For me, this epitomised the worst aspects of
the customer approach.

Back in 5 Minutes

We have all seen signs saying “Back in five
minutes” and been irritated by them. When did the five
minutes start? Two hours ago? I recently needed some
photocopying done in my office. I went to our admin
support and found a “Back in five minutes” sign on the
door. Where had they gone? To the photocopying
machine! So this sort of thing is not informative and it is
very much an indication of how companies view their
understanding of customer requirements. Every time I
see a sign like this I challenge it. In this case, the
challenge was interesting because the individual
concerned told me that if they were going to be longer
they used a different sign which said:

Back in 10 Minutes

And then, of course, there was:

Back Soon

I asked what happened if he did not know how long
he would be and he produced yet another sign:

Don't know when I will be back

The interesting thing about this is not the humour,
which is unintended and which in some ways makes it all
the more funny, but the fact that these people firmly
believe that they are delivering quality, that they are
delivering some aspect of information that in their terms
is supporting their customer. Obviously, I challenge that.

I also challenge something else. Today’s world is
not only vastly different from the world of years ago. It
will never go back. We will never go back to the days
gone by. An important dimension, not only of customer
orientation but also of organisational orientation, is:

Change is what is forcing us to get better
Tom Peters

We are in times of immense change and the natural
resistance to change is slowing it down. Instead of
something being seen as positive, inventive and innova­
tive, it is seen as obstructive and negative. It is a human
dimension; it happens in every single organisation.
People are resistant to change. If the bus route you use
to get to work every morning is changed, you do not like
it. If somebody suggests you change your office layout,
you resist it. If someone suggests you take on another 

job, you resist that as well. We all feel secure and
comfortable within the environments that we know and
trust. That is the very paradox about issues of change
because it is the need to love change; as Philip J Crosby
wrote in one of his books, the need to inculcate a love of
change, that this is really opportunity at its best. That is
the sort of culture we want to get into our service and
industrial sectors.

I believe there is a clear responsibility for change.
It rests with you. If you are a manager, it rests with you.
If you are an executive, it rests with you. If you are a
decision maker, a councillor, it rests with you. The buck
stops where the decision making process starts, and it
cannot be passed.

We have a management structure which in your
industry and the one I represent, education, is based in
most cases on an immense bureaucracy. The institution
of which I am a member was formerly a polytechnic.
That involved it being linked to the local authority. We
were forced to adopt local authority processes and
procedures for almost all our administration, including
finance. When you look back on those days, they were
frightening. There is no other way to describe it. The
essence of people’s management style was to conform.
As long as they were following the written down
regulation; as long as they were fulfilling their inter­
pretation of the process, it was fine.

There is anecdote that might illustrate this. We had
a procedure to deal with expense claims that was really
quite amazing. On average, it cost £12 to deal with every
expense claim. No one had bothered to figure out that
the average amount of expenses claimed was about £4.
The lady who dealt with the expense claims felt that her
role in life was to protect the institution’s money within
her regulatory requirement. On a particular occasion I
submitted an expense claim form and subsequently
received the inevitable phone call - “I’m sorry, we can’t
pay this, it is a copy”. Although I told her it was an
original she insisted it was a copy because there was no
indentation on the paper where I had signed it. On
average, the institution was processing about 3,000
expense claim forms each week. Was this lady actually
examining every single one to see if there was an
indentation on the signature in order to judge whether the
thing was a copy? That is bureaucracy.

I am also involved with television. I have my own
organisation which produces programme material. I made
a phone call one day because I needed a hire car and I
was told it was impossible because they needed three
days notice to provide a hire car. I needed the car the
next day because we were filming. The weather was
forecast to be good. We did not know what the weather
would be like in three days time. But no way could I get
the hire car out of the system.

I have one final story which I think is very
interesting. In my televisual capacity I sometimes use
professional people as voice-overs, as actors, as
cameramen and so on. These people have to be paid, and
at their rate not my institution’s rate. I engaged a guy to
do some script editing. He wanted £50 to do it. Fine,
until we came to getting him paid. The first thing was
that he was not a member of staff. He will have to
become a member of staff. But we cannot appoint him
because it has to go before a committee. Suppose we do
not appoint him. In that case, we will have to pay him as
an auxiliary payment. That sounded promising. But no,
we have to have his tax district, his tax code, an 
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authorised statement from his accountant .... The system
just could not cope. Eventually, a way round the system
was devised by ‘hiring’ the guy. But what a waste of
time and effort. It was my responsibility to fit in with the
system and there was no way that the system could be
changed to match my requirements. Quite simply, that is
not a quality approach or a quality orientation.

The people who behave in this way are the victims
of the culture of the organisation. The most important
reflective aspect of what gives rise to that culture is the
management. In the absence of a management strategy,
in the absence of a management standard, the employees
make up their own. So there is a need to sort this out.

Many people say to me that my problem is that I
knock tradition. Tradition is fine; people tell me that they
have been doing the same old rubbish for 25 years. It is
not the fact that it is rubbish that bothers them, but the
fact that they have been doing it for 25 years is somehow
the positive element of all this. Again I say to them,
phooey - challenge it.

IBM were firm believers in themselves as leaders in
the market of computers. They were firm believers in
their own profitability and their own economic strategies.
They were firm believers in the quality of their product.
Yet, for the first time in their history, they made a
$2 billion loss this year. Why? Because they did not
change. Although everything they thought about
themselves was right, the problem was it was not what
the customers wanted. A company called Apple had
developed a system which did not mean you needed to
spend thousands and thousands of pounds on equipment.
You could spend a relatively modest amount and have
the thing at home on your desk. It did not need a super
air conditioned environment in a room within a room, it
was there for you. And that was what people wanted.

So the fact that something is happening for so long
does not of itself mean that it is valid now. What we
have to set in our minds is the potential for change; the
need to love and make change important. Without it, you
end up stagnating.

People are now more aware, more demanding,
more requiring of satisfaction than ever before because
they know if they cannot get it from you, they can get it
from someone else. There is plenty of opportunity for
selectivity and choice, and the customers are making that
choice.

So, we have got some interesting issues. How are
we going to solve them?

You must have some opportunity to interact with
your staff. It never ceases to amaze me how many
people, even in an organisation as bureaucratic as ours,
actually know how to do the job better, how to deliver a
service better. They feel constrained and limited in
providing that because their interpretation is that they
must follow regulations.

There is a lovely story of Harley Davidson, a
company manufacturing motorbikes, with such tradition,
such stability, such status, one would never have
expected the company to end up with serious financial
problems. Yet it did. The board could not understand it
or come up with a solution. They were being pressed by
their banks to come up with a solution. In American
cultural terms this was unheard of. Eventually, someone
suggested asking the workforce what was the matter. So
they did. The workforce identified a number of things
that were not right and said they knew how they could be
put right. The management said, “Why the hell didn’t 

you say anything?” The response was classic, ‘‘You
never asked”. If you don’t ask, you don’t get told.

So, in some ways we need to make sure that the
people who are doing the work, are able to contribute to
whatever quality level is required. Any organisation that
has failed to convince its workforce that it delivers a
quality service has failed already. That is a truism but,
regrettably, is too true. There is no sense of ownership
in a bureaucracy because nobody owns anything; they arc
merely working and fulfilling a bureaucratic system over
which they have had no control of its design and no
construct in its use. Notice this quote from Sony:

Any organisation that has failed

to convince its workforce that it

delivers a quality service

has failed already

Sony UK 89
Amended 11/93

My institution’s response to that is to have a
mission statement. Cab we have a show of hands of
people whose organisations have a mission statement......
Can someone tell me what their mission statement is?
(Response: To win and retain contracts by ensuring value

for money services) Thank you. Well, at least there are
statements. At least there are things with which people
can identify.

My institution produced a mission statement. I
thought they were issuing copies of the London telephone
directory! But mission statements are important because
they give people a sense of what it is you are trying to
do. People assume their workers know what that is, but
they do not. You ask them. You will get as many
different answers as there are employees.

An almost unique feature of the quality companies
with which I have been involved is the way their
employees identify with the aims of the company. They
understand what is trying to be achieved. They under­
stand their role in that achievement.

I went to Nissan at a time when they had an
obvious problem with a steering wheel. Guy A said to
guy B, we - not you - we, have got this wrong. This is
a square steering wheel?! The approach was we have got
a quality problem. The organisation will not live through
this issue unless we resolve it. There was this beautiful
transference, not of blame but of clear, collective
responsibility to fulfil something which they both
recognised was not being fulfilled. That is the power of
a quality organisation. It transfers the individual
responsibility into a collective one.

So, in many ways the management of the situation
is critical because it is through the management that the
whole culture of the organisation can be supported.

One of the interesting things I find about manage­
ment in this country is an almost complete lack of
training. There are now so many opportunities for
organisations to go down the route of a structured
training. Many people were trained some time ago, they
were trained through some academic qualification. But
training is not a programme; it is a process which never
stops. There are so many initiatives for companies and
organisations like yours to be involved in a commitment 
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to training, for the improvement of the quality of its
culture and its staff - ‘Investors in People’, ‘Charter
Mark’ initiative, other quality issues, but not, in my
opinion, BS5750.

Training is the key. Management is a skill. Like all
skills you only get better at it when you practise it. But
you have to know that you are practising it. You have to
know that there are areas of ineffectiveness in that
practice as well as areas of effectiveness. Unless those
comparators can be identified you are not going to get
any further forward. So, for me, management and
training is the fundamental core of all issues relating to
changing the culture of an organisation.

I would like to finish with some thoughts on how
we can go about changing our organisational culture.

The Culture of Quality

TRUST

RISK

WORTH

There are three clearly defined areas within which
the culture of quality can be changed. The first one is
trust; and the first person to trust is yourself. The first
thing to trust is your broader experience. Trust yourself
that it is all right to make mistakes as long as you learn
by them and they are not repeated frequently at the
expense of others. So, trust yourself, your judgements,
your experience base.

The second element of trust is to trust your
workforce. It is to ‘do a Harley Davidson’ on them, and
trust them. It is to take account of that tremendous level
of experience that is so often untapped and is often
seething underneath the surface waiting to come out and
be seen to be there.

I have a lovely anecdote which epitomises the limits
of trust. A head of department in our organisation was
anxious to build a team of his principal lecturing staff,
who are the middle management in the department, and
to do so, he organised a meeting. The meeting was at
2 o’clock in room Alli. At five minutes to two, he 

came out of his room, went into the corridor where room
Alli was. There were the other five principal lecturers.
He asked them why they were in the corridor and not in
the room. They said that the room was locked and they
had sent for a porter to get the key. He then went up and
tried the door! Think about it. What has he got? Has he
some magical power that can unlock doors because he is
the senior head of department? Does he not trust people
to recognise a closed, locked door when they see it? And
this is the guy who is saying he is anxious to build a
team! No. It does not work like that. Trust is a difficult
concept for us to give because we feel it is taken from
us. But it is not. You are giving it to someone else.

So, that is element one.
The second element is risk. Why is it that every­

thing has to be so safe, so predictable? What is the basis
by which we assume that what happens today in terms of
our organisation administration is exactly what is going
to happen tomorrow, because we are going to deal with
everything tomorrow in exactly the same way we dealt
with it today? Be risky. Seize the opportunity with the
built-in trust to develop a whole new culture in your
organisation. If people see you taking risks, they may
well take risks. And yes, there is a negative side; and
yes, it can fall apart on you. But maybe that in itself is
an issue that is better than the staid, the mundane and the
limiting that we now have.

The final point is worth. The single most common
factor that people feel irritated and aggrieved about is
their worth. It does not matter if you do something
because no one appreciates it anyway. It does not matter
if you do something because nobody notices. It does not
matter if you do something because they do not expect
you to do it anyway. All this rapidly turns into ‘I will
not’ because there is no value, appreciation of me as an
individual and the contribution that not only am I capable
of making, but willing to make to the organisation.

Those three elements represent the major changes
in the way we have to view our organisations.

We live in exciting times. We live in times of
change. That represents a challenges for the future. I
hope that some of my comments have given you food for
thought in the way that you could cope with those
challenges.
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UNCHAIN THE CONTRACTOR
CLIENT OFFICERS - A BURDEN OR A BLESSING?

Ian Kendall

Operations Manager, Kirklees MBC

Has your authority a:
• powerful contractor
• weak contractor
• powerful client
• weak client
• hard split
• soft split?
What are the advantages and disadvantages?

We could explore the structures of various
organisations, offer alternatives but we are not going to,
sorry!

We are going on a journey, a journey into your
mind. You are going to have the opportunity to drift into
some lateral thinking to consider the position in your
own authority past, present and hopefully the future.

You will find yourself jumping from client to
contractor, to success or failure, allow for poetic licence
please. However before we start on this journey and as
it says on quality roller coaster rides, 1 would apologise
to anyone who has a bad back or weak stomach, before
we go any further, there is no political message or
direction intended. The presentation is an overview of
cliches, situations and feelings that have been collated
from all over the country.

Here we go - hold on!
The journey is going backwards - backwards

through the alphabet.

Z
The poetic licence begins here. The first person to snore
or bash out the Zs will be introduced to Nellie and a
£1.00 fine, £5.00 for a mobile phone that goes off.
Nellie is a system of fines that applies to my contractor
managers who don’t perform - but more of that later.
Clients can have fine systems so why can’t contractors?

Y
Y - I agreed to this presentation is beyond me.

X
X is the cross on the client’s clipboard checklist. Clients
and politicians love crosses for various reasons. Contrac­
tors hate them, or do they? Should they?

Who has had an X yet? Why? What did, or more to
the point, what didn’t you do that you were supposed to?
How much did it cost you?

Ultimately shouldn’t contractors see clients as
another pair of eyes and ears to run the service the way
the council intended? Isn’t any contractor worth his salt,
checking what the client is checking anyway, to give the
customers what they want?

X is for that little eXtra that contract staff are all 

giving to make contracts work. Last year our contract
was £8,000 overspent at week 16; £26,000 at week 20.
People were offering to give up car mileage, overtime
and time off in lieu. Comments were regularly heard
“We are lucky we’ve got a job”! CCT has brought
ownership if nothing else.

W
WAR - Win to survive, lose and you were dead. This
may sound dramatic but we were at war. In-house bids
had to win to survive, if you lost the bid for the contract
you were dead. Ladies and gentlemen if you got things
wrong you were unemployed. You wanted to beat the
competition to survive, to prove you were as good as the
private sector. You only have to look at the national
scene, it is the making it work that counts.

WIN - WINNING WAS EASY - It should always
have been easy to win, you had inside knowledge,
experience. Contractors focused on friendly authorities,
uncomplicated specifications that they could manipulate
to make money.

Some authorities had to put bids together without
official year end figures. Some authorities were and are
in the middle of restructures. The country is in recession.
For some authorities CCT is like Russian roulette, only
there are five bullets in the gun!

WHOSE - contract is in trouble? I do not expect a
show of hands; people have stopped openly showing and
sharing information. Secret little clubs have grown up,
only speak with whom you can trust. In some ways open
speaking was our strength, your strength. It has been
driven underground, and that is not healthy.

WHY - is your contract in trouble? Have you
written a specification you cannot keep up to? Some
authorities have asked for BS5750 within a year. They
reduced staffing levels to ensure they won the contract
in-house and now cannot provide the manpower to
achieve the specification requirements.

V

VARIATIONS - to the contract. Is your authority tight
or loose? Can the contractor respond to new initiatives
and opportunities quickly to keep a market lead or is he/
she tied down to controls and reports so they miss
market opportunities?

Can you as a contractor request changes? Who
makes the cuts, the client, the contractor or the client
and contractor together?

Is it right that the client should decide?
Is the client at the sharp end of customer com­

plaints? Does a complaining customer want to chase a
client officer in some obscure building, or do they want
to complain to the contractor’s staff on site?
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Should the contractor make money out of the
ratepayers? Not many leisure facilities run at a profit,
don’t they almost all run at a deficit? Can it really be
right that somebody is making a ‘profit’ out of something
that runs at a loss?

VISION - Did you know where you were going
before you set off? Do you know now?

The brief for Kirklees was simple: ‘The customer
had not to notice a negative change’ in terms of service
delivery. We think we have it right but the message
across the country is becoming, ‘if you cannot pay then
you don’t play’. How many minority sports have been
edged out for the pound note - sorry, ten pound note?
SAD is it not?

U
UNIONS - Was the Act not about bashing the trade
unions? Has it worked? YES/NO show of hands!

We certainly have a more informed union; they
understand a lot more about the position management has
been placed in. The fact that some early contracts in
refuse collection, transport or cleaning services, were
won by the private sector has allowed more respect and
that some decisions will cost jobs.

The dilemma now is, if the trade union call a strike,
the contract loses money, it does not make its financial
rate of return and bingo, everybody is out on their ear.
However, as a contractor I had to submit a contingency
plan to avoid closing the buildings owing to industrial
action.

Somebody, somewhere, has manoeuvred us into a
creek, stolen the paddle and holed the boat!

UNIFORMS - Not just literally, but systems and
procedures have become uniform. CCT provided man­
agers with the opportunity to audit their whole facilities.
Specifications have developed control systems for our
beloved clients far more quickly than management would
have aspired to. Many facilities and local authorities have
an improved image by creating a uniformity across
service delivery bringing into line ‘rogue’ managers.

T
TEAMWORK - CCT has brought clearer communication
channels. Managers who have secrets are maniacs, even
with clients. It is not just your problem, it is everybody’s
problem, and often staff can highlight areas you had
never thought of. One manager had a brain storming
session looking for £80,000 savings in a one hour session
with a cross section of staff. He produced £300,000
potential savings, enough to keep him in cutbacks for
three to four years! Sad we should be having to talk this
way but the staff were realistic and responsive and
offered savings the manager was reluctant to suggest.

TRUST - Staff trust is our ability to lead. Your
ability. Trust in what our motives are because they have
shared. Monthly newsletter, fortnightly meeting with
trade unions, it is hard work to keep up to but worth
every penny and ounce of effort.

TRAINING - The value of the Institutes (both of
them) is immeasurable. Facility management comes from
a very broad church. You have skills in every conceiv­
able management area - accountancy, law, leadership,
marketing, psychology, plus engineering, chemistry,
biology, let alone sport. Is it really any wonder the
government chose leisure management to be the first
CCT package to be a management contract?

What does grieve me is the way the Institutes have
to push hard to promote events. I must be getting old,
because when I were a lad’ I can remember travelling
from Huddersfield to Bournemouth in the back of a
Continental Sports wagon on a vaulting horse, falling off
every time we went round a roundabout (no motorways
then!). The authority would not sponsor me, so I had to
sneak into the conference through the exhibitions loading
bay. Don’t ask how or where I managed to sleep for the
week, I just had a lot of sacrifices to make in the quest
for knowledge! Or that’s what I told the wife! It seems
today that some of our younger people expect out of
pocket expenses as well, so allow for that in your
budgets. There is no substitute for the knowledge gained
at conferences such as this and I LAM. If you came here
with an empty seat in your car you should feel guilty.

S
SERVICE - What is the ethos of your service now? Is it
people? Is it pounds? Is it politics? Which is right?

SPORT - Ladies and gentlemen it is what we are
about. Its about getting a buzz from the smile on the face
of the child who has just achieved its first length. For
me. if you do not have that feeling you are in the wrong
job.

STRESS - Never heard of it until CCT!

R
REVIEWS - Management by objectives. Are you a
rudderless ship? Are you fighting fog? If you do not
know where you are going, how can anybody follow? Do
you share objectives, targets with your client? Was the
process set into your specification? If not, then it should
be. Trends can change within leisure in a few weeks but
we have contracts for four plus years. How can you
forecast so far in front? I currently have five key object­
ives. These are filtered down to the unit managers on a
six monthly basis.

REALISTIC - Don’t set targets you cannot meet.
It is a massive demotivator to staff. How can you set
budgets based on last year’s budget income plus inflation
in a recession? Catering is currently down even in
vending machines in Kirklees.

ROBBERIES - CCT has changed things
dramatically. Robberies? What has that got to do with
unchaining the contractor? Well it has been a bonus. One
of my centres recently had an impostor posing as a
security guard collecting the cash. He had managed to
bluff his way into the facility and by the time he had his
hand on the cash bag containing £6K the alarm was
raised and he made a run for it. In pre-CCT days the
staff would have offered him some armbands, chocolate
for his kids and laughed at management chasing him.
Not now! Not post-CCT! I have never seen them move
so fast or so many of them in pursuit after ‘their money’.
The chap was glad to be rescued by the police.

Q
You guessed it - Q is for QUALITY. Personally I am
not sold on quality in the form of BS5750. A lot of
people are getting rich on the quality message. Quality?
Yes. BS5750? No! BS5750 is killing some contracts. A
lot of time and effort is being put in to pass a qualifica­
tion that most people profess to hold anyway.

NVQs are much more in my line - the idiot’s guide 
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to management. Why put the cart (quality) before the
horse (NVQ)? Individuals will work towards NVQs with
pride and ownership because it is for them and they will
get something out of it. BS5750 will be the department.
It is marked against self-made statements which can be
different from town to town, city to city. THERE IS NO
OFFENCE MEANT ON THIS!

Quality, yes, and I admire Phil Collins and his
work tremendously because he is an honest, caring pro­
fessional doing BS5750 for quality not cash.

P
PARASITES - Perhaps a bit dramatic but the message
from the National CCT Seminar, ‘A Time For Review’
- Why do contractors need so much assistance from non­
producers? Contracts could be 5 to 10% cheaper if they
didn’t have equal opportunities, personnel, environmental
and public relations officers hanging on to their shirt
tails. I have already said that you as professionals come
from a broad church. Are we not man and woman
enough to follow the law of the land? What has your
training been about? Can you not stand or fall by your
mistakes?

PERFORMANCE INDICATORS - One blessing or
success story of CCT has been the improvement in oper­
ational tools of the trade. Performance indicators have
been around for a long time, but how many of you use
them? It is not always easy if you have one or two
facilities and it therefore depends on the number of
centres. We found some interesting figures in Kirklees
and whilst they have to be taken in context, owing to
variables and being primitive, we have established a
database of beneficial information that the client can use
in the dual use sites.

PI and League Tables exist for many items, these
are just a few:
1. Pool water capacity gallons

4- electricity
4- other energy gas/fuel/oil
4- water bill
-e- water treatment

We actually found one pool that was leaking.

2. Cleaning materials per unit floor area, excluding
pool side.

3. Telephone units, telephone bill divided by officers
allowed to make calls.
The last one caused a particularly interesting event.
One of our pools had a higher incidence of
outgoing phone calls than both Huddersfield and
Dewsbury SC. Alarm bells rang. Closer investiga­
tion of the itemised phone bill identified 198 phone
calls - to Haydock race course! Needless to say
there are not many phone calls to Haydock these
days and the attendant is no longer with us.

O

OBJECTIVES - touched on already but you must have
some. They must have target dates and should be
quantifiable if possible.

ORGANIC - leisure management, whether client or
contractor, just seems to grow and grow. Even if your
client is a friend, and mine is (well sometimes), every
time I’see him he tells me there is something else on the 

specification that I have to do that is hidden in the small
print! AND I helped write the specification!

OWNERSHIP - Let the staff own the problems,
share the information. It is basically the same with
loyalty and commitment - you cannot tell someone to be
loyal or committed, it has to be earned. Ownership is the
same, it is a skill all on its own.

OVERSPENT - “Me gov’nor? Never”! It is no
longer a joke, is it? Is there any reason why you should
not discipline people who overspend? Why not, it is not
their money?

N
Is for NELLIE - Nellie the Elephant. Actually, Nellie
was my daughter’s money box. But it is now a fine
system for managers who are not on time to meetings,
who do not respond to deadlines for reports etc.

The client was a blessing here, thank you for giving
me the idea. But isn’t it right? Why should the contract
be fined for the failure of an individual? Isn’t it ‘all for
one and one for all’? How much an hour are you on? Or
how much a minute are your staff on? Work it out! It is
amazing to see people’s reaction to how much bodily
functions cost, let alone being 15 minutes late for a
meeting and keeping seven others waiting. For instance,
a SOI Officer is on £8.00 per hour = 13p a minute.

M
MOTIVATION
• People need praise
• People need honesty
• People need to know what is going on
• People won’t just go over the top of the trenches

today. They want to know why.
Ultimately, there is more than one way to motivate

people. You can use the carrot on the stick in front of
the donkey or you can hit the donkey with the stick and
use your imagination for the carrot. Hopefully, they both
have the same effect, they create an alternative to move
you from A to B perhaps more quickly and less painfully
than before you listened to this paper.

MARKETING - For me there is a lot of myth
about marketing - ‘4 Ps’, SWOT analysis. Fine, use it,
but fundamentally is not marketing all about:

Realising that dead space is lost opportunity and
that we are about maximising use. Think ahead, be a
season ahead. What happens on the day was often
planned weeks ago. Be organised. Be inventive. If the
IBRM wants to help market Sindy Dolls and it increases
swimming attendances, great! I do not mind Ralph
sharing his toys with us!

L

LEADERSHIP - In unchaining the contractor you must
have courage - remember there will always be somebody
who can do it better. Be prepared to listen - evaluate.
Change your mind if you realise you are wrong. There
is not just black and white in the middle, there is a whole
spectrum of colours. Compromise - don’t be afraid of
failure!

Some people don’t make mistakes but there again I
will bet you they don’t try anything new.

Just remember that leadership, like winning, is
being one jump ahead. Anticipate, think Every Action 
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Creates a Reaction. What are the potential outcomes, the
‘what if’ syndrome?

LOYALTY - If your client officer is a burden then
is it because you haven’t got the loyalty of your staff and
they couldn’t care less? Be open, be honest, meet staff
regularly, sometimes on their territory. Let them see you
are human and you care. Do not always talk work to
them, show an interest in their two weeks holiday. They
work 50 weeks a year to have two weeks. It is important
to them.

L is for the L Reg BMW I have just ordered - ‘as
if’ Most contract managers thought the rewards would
be great. I did not see many BMWs outside. However,
on the serious side, at CCT ‘A Time for Review’ I did
not see many tracksuited managers with golf clubs either,
but I did see a lot of suits and mobile phones from
people who were very professional and committed.

K
K is for KIRKLEES, whose motto is ‘Together We
Serve’. Simple isn’t it? We, client and contractor, both
get paid by the same person so why not work together?

K is for KING - isn’t the customer king? Aren’t
councillors customers? Kirklees is introducing the SS -
service, sampling. Councillors will visit our facilities in
groups of three and give their opinions on our services.
Isn’t that terrific? A tremendous step forward. The
people who make decisions about your life will associate
themselves with our problems and successes.

J

JUGGLER - unchain the contractor and free him. Don’t
we spend half our lives juggling plates up in the air
trying to satisfy clients, customers, councillors, staff?
Wouldn’t it be great to be able to do the job as you see
it?

JUMP AHEAD - successful people are always one
jump ahead.

JAUNDICED VIEW - I have a jaundiced view of
philosophical wobbly gobs who talk about what you
should do and how you should do it. Hey come on,
what’s new, most of you people have been there, done it
and got the T-shirt. People who make policies are just
beginning to realise the value of the product, sport and
leisure. Does it not regenerate areas, provide health
therapy and offer the courts an alternative to prison?
What has been filling our newspapers for years? What is
on TV the most? Is not sport one of the most powerful
mediums of communication? Does it not create team­
work, self-control, discipline and order? Sorry - I am
preaching - preaching to the converted. But you need to
sell yourselves, otherwise others will take advantage of
your skills.

I

Has INFORMATION improved?
• How soon do we receive it?
• Is it good enough?
• A whole spectrum of information is available now

that wasn’t available before. Information has
improved dramatically.
IMAGE has improved in many areas. The presenta­

tion of premises and of staff pride has developed with the 

association of being a DSO and a separate identity from
the council.

INVENTORIES - CCT has brought success with its
use of inventories.

Nearly everybody has found rooms nobody had
been in for years. Some contracts were obtrusive,
duplicated and costly. They have been reviewed and
made more cost effective with economies of scale. Some
authorities have even linked up to improve purchase
prices by bulk buying. Pool chemicals and sports equip­
ment spring to mind but others will follow and probably
exist in other areas of the country.

In some places we have found buildings we didn’t
know were ours! We have even found staff! Right down
to one unit having a tom cat on the payroll! The joke is
somebody thought Brittas was original.

H
H brought with it a review and rewriting of health and
safety policies all over the land. It has created greater
awareness of the costs involved and a greater ownership
by the staff as many were involved in the updating. How
many private contractors fell at this hurdle? Pat your­
selves on the back.

H - is unchaining the contractor, never be afraid to
ask for Help. It has been like Peter Pan and Captain
Hook in some authorities. Hook with his sword edging
Peter to the end of the plank. Hook is obviously the
client, but why? Contractors are hung on council pol­
icies. Why should one council contract be pushed off the
plank because it is tied in a monopoly situation with
expensive in-house support services, building repairs etc?
Why can we not go to the plumber down the road?

G
GUESS WORK - unchaining the contractor with CCT
has removed a lot of this. We do not take risks any
more. They are now calculated risks.

G - GOD. Why God? I will tell you. When it rains,
the client has no sympathy. Last October time golf
courses were closed for six weeks because they were
waterlogged. Client says, tough it’s not my problem, and
goes home. It could be the drainage is at fault but I did
not build any contingencies in for that, never thought
about it before.

If the good Lord had let it snow for just two days
in the last financial year our contract would have failed
to reach its financial return. I am not complaining
because my trade union representative can relate to two
days snow in his little world as opposed to two years
salary. What another bargaining tool CCT gave us. But
if we don’t get paid why should the client?

F
FINANCE - every penny counts, with a £6 million
turnover to be responsible for, (give or take £‘A million
just in case there are any contractors fancying my
contract) regular budget reviews are essential. We spend
what we have to and save the rest for rainy days. A vast
contrast to my early introduction to local authorities,
“Overspend each account by 5% lad, otherwise we’ll get
nowt next year”.

FEAR - is it a bad thing to be managed by fear? It
can create problems but it can create ownership,
teamwork and responsibility.
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Local government has lived for far too long in the
comfort zone. Newspapers are continually full of jobs
lost here, there and everywhere. Miners, shipbuilders,
factories. These people pay your wages, our staffs’
wages. If they are out of work they cannot pay poll tax
to the same level. Something has to give. You cannot
afford to be complacent and neither can your staff.

FRONT LINE - We are in difficult times, I have
no political axe to grind, I respect an awful lot of what
Kirklees has done and are doing. But we are in an area
of change. The message from last year’s seminar was:

Do councils want services or backroom boys?
Service level agreements, shuffling paper and money or
reductions in running costs? How big a client department
do the faceless council empire builders want? Four per
cent of the contract should be adequate, across both
ground maintenance and leisure management. Shouldn’t
managers be in charge of their own destiny? Don’t untie
our hands and then chain one hand to the lamp post.
Give us the bottom line and leave us to it. Do you want
support services or attendants, policy makers or reduced
opening hours?

E
EFFICIENCY, ECONOMY, EFFECTIVENESS.

CCT is the tool to get us there. Unchaining the
contractor will lead to all of these things and a lot of this
presentation content will help.

D
DINOSAURS ARE DEAD - I do not believe in change
for change sake. But people who said or say, “We’ve
done it that way because we’ve always done it that way”,
should be weeded out of the organisation, they are
unhealthy. Most have gone. How many over-50s do you
see around your corridors these days? It comes home to
you when people say “You still here then?”

C
C is for CONFLICT. A little is always good if it is
controlled. Leisure departments have moved a long way
in a very little time. In two years we have moved from
being fat and happy to be lean and mean. A lot of waste
has been eradicated. What a tool CCT was for manage­
ment. How many people have convinced unions it was
the government’s fault?

C is for - well Ralph said I had to finish with a
bang, so for those of you still on the roller coaster here
goes. C is for CLIENTS.

Haven’t we heard some horrific stories about
massive client departments? Ex-friends not speaking any
more? Going to the same conference or exhibition in
separate cars. Wanting overtime for night work and
weekends? What is overtime? Who are these people?
Ultimately, they are all paid by the same person as the
contractor.

Do you know what the answer is? I would suggest
we contract them out, let them feel the pressures of
CCT. Maybe there is some new business there for a
consultancy - Kendall’s Client Agency.

CLAIM FORMS - Now don’t we have lots and lots
of fun with these? Here are some of the best ones I have
heard so far.

Golf — reduction in attendance. Claim form states
that council reduced grass cutting, so grass too long to
find golf balls, so reducing trade.

Sports centre swimming - down 5 to 15% depending
upon whom you speak to, client accountant or contract
accountant! Prior to CCT we had one accountant, now
there are two and one less attendant! Claim form sub­
mitted.

Claim against council increasing car park fees 20p
to 30p resulted in 10% reduction in attendances.

Catering - your catering is 25% down, ‘but there
is a recession on Mr Client’. So the claim form is
submitted, 25% reduction in turnover due to government
policies.

COMPLAINTS - people complain at the front of
house, they don’t chase the client.

CREATIVE ACCOUNTING - how many author­
ities have done soft shoe shuffles, maintaining the same
budgets but shuffling contract costs into the client side?
Live with your conscience and the consequences!

B
BUSINESS PLAN - no good contractor should be
without one, this time-consuming bible of monolithic
proportions. How did we ever survive without it? When
did you last read it?

BUDGETING - if you are on the ball as an
unchained contractor you should not have to worry about
what you are spending. Programmed maintenance and
profiling should take care of this. You should be out
there marketing, selling for all you are worth.

When Huddersfield Sports Centre first opened it
had 11 full-time attendants on each of three shifts, now
it has 21 full time equivalents. That is 33 versus 21, yet
it has doubled throughput. Yesterday’s supervisors are
today’s managers; the attendants are supervisors and the
three managers are salesmen. Their priority of spending
is for making money.

In summary, ladies and gentlemen.
Whatever your ethics or politics you should take a

realistic view as to the fundamental rights or wrongs of
wasting time, money and energy. You will keep the best
points of this presentation and dismiss the rest. What­
ever, remember that even if you think this presentation
is rubbish, a little speck of dirt in the right environment,
i.e.  in the oyster, can create a pearl, a beautiful pearl.

Politically, what has been said might be wrong for
you. Personalities within your organisation might be
wrong. All I ask is that you be proactive to the realisa­
tion that people want value for money not empires, not
politics, not client officers, just enjoyment.

A
That leaves us with A. In unchaining the contractor all
that has been said in terms of the benefits to: communi­
cation management skills; marketing; forward planning;
quality of service; leadership; ownership; is really all
ACADEMIC.

If your contract is going down financially there is
no point in nailing a dead parrot to its perch.

So, ladies and gentlemen, there is only one thing
left.

A is for ARSON!
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Building Research Establishment

Energy Usage
The total annual cost of energy consumed in sports and
leisure sector buildings throughout the UK is about £600
million (equivalent to over 90 PJ or 25,000 million kWh
of energy). As a direct result of this energy consumption,
about 9 million tonnes of carbon dioxide (CO2) is
released into the atmosphere. CO2 is the major contribu­
tor to the ‘greenhouse’ effect (1 tonne of CO2 fills a
balloon 10 metres in diameter).

Typically energy costs in this sector are second only
to those of labour and can account for around 25% to
30% of the total operational expenditure of a leisure
centre.

The leisure sector as a whole has grown substan­
tially in recent years and further growth is likely. The
anticipated growth of this sector could lead to an increase
of as much as 50% of the sector’s current total energy
bill by the end of the decade and ultimately reach twice
its present level.

Energy consumption in the sector is concentrated in
the buildings and facilities used for indoor sports. Within
the active sports sector distinction is commonly drawn
between sports halls (i.e. dry sports areas) and swimming
pools.

Potential Savings
Potential savings from upgrading existing buildings and
incorporating all available cost effective energy efficiency
measures into new buildings are together estimated to be
as much as 35% of the total energy bill. Such savings
require commitment from senior management, informa­
tion about how to introduce energy efficiency measures
effectively, and investment.

BRECSU has estimated that cost effective measures
could reduce the total energy consumption in the UK
sports sector by at least 15%, saving about £90 million
per year; which leads to a reduction in the (C02)
emission level of about 1.4 million tonnes per year. In
addition, detailed attention to the energy aspects of the
design of new buildings for the sector can contribute to
improving the overall levels of energy efficiency.

The Best Practice Programme

To help achieve some of the savings potential for this
sector, the DoE’s Energy Efficiency Office (EEO) is
extending its Best Practice programme on energy
efficiency in buildings into the sports and leisure sector.
The Best Practice programme, which has already
provided authoritative information and guidance
specifically tailored to the needs of other sectors such as
schools, offices, housing, hospitals, and others, will 

provide new guidance on energy related aspects of the
design, operation and management of sports and leisure
buildings. This information will be valuable to sports
facilities managers, local authorities, energy managers
and site maintenance staff, and will help them to achieve
cost savings through more efficient management of
energy use, as an integral part of their business
operation.

Since the potential savings depend only on the wider
adoption in the sector of existing energy efficiency
measures, the Best Practice programme could make a
major contribution through the supply of appropriate
information on energy related aspects of design,
equipment and operation of sports buildings.

The programme is managed and promoted for the
Energy Efficiency Office, by BRECSU. An advisory
panel of experts and end users has been set up to provide
guidance on the programme. These include representa­
tives from the Sports Council, the Institute of Baths and
Recreation Management (IBRM) (now Institute of Sport
and Recreation Management, ISRM), the Institute of
Leisure and Amenity Management (ILAM), and local
authorities, together with managers of sports centres.

BRECSU is currently preparing a series of publica­
tions tailored to the needs of decision makers within the
sports and leisure sector, and strategically targeted at
sports facility and local authority management, energy
managers and site maintenance staff. The series will give
clear, practical and independent advice on how to make
more efficient use of energy through better management,
and judicious adoption of tried and tested technologies.

The first set of publications will provide a frame­
work for effective management of energy in sports
centres, and will also inform users of no-cost and
low-cost good housekeeping measures as well as short
payback investments. Subsequent publications will
address specific energy technologies and provide
exemplars of successful energy management by means of
Good Practice Case Studies. Thus the programme will
provide:
• A means for management quickly to assess their

current performance on energy consumption,
compare their site with that of others in the sector.
and thereby assess scope for improvement.

• Energy consumption figures for various facilities
and building types to help managers critically to
examine patterns in their energy use.

• Detailed practical advice on a range of energy
related issues, from good housekeeping to
maintenance and commissioning, and to inform of
proven technologies and techniques, including
combined heat and power (CHP).
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• Information (for managers) about the contribution
that energy efficiency can make to achieving their
business objectives.

• Actual case study examples of successful energy
efficiency.
The first set of publications planned for this sector

includes:

Energy Consumption Guide
This guide will give useful energy consumption bands for
the readers to compare quickly their site energy situation
with that of their peers.

Good Practice Guides on:
• Good Housekeeping
• Managing Energy in Sports Centres
• Technology Overview
• Maintenance and Commissioning

These guides supplement the succinct information in
the Consumption Guide with detailed practical advice on
a range of energy efficiency topics, and promote proven
techniques or procedures which are currently available.
Many of these techniques or procedures have enabled
existing energy users to be more energy efficient.

Good Practice Case Studies on:
• Swimming pool covers
• CHP in sports centres with swimming pools
• Condensing boilers
• High efficiency boiler

Case studies supplement Good Practice Guides with
proven examples of energy efficiency.

The dissemination and promotion of these publica­
tions will be carried out in conjunction with the three
organisations primarily concerned with the promotion and
management of sports and sports facilities: the Sports
Council, ILAM and ISRM. All three have expressed
their support for the initiative and their willingness to
assist in dissemination of EEO publications to their
members.

The commitment of both management and staff
within the sector is a critical factor in the success of any
initiative to improve energy efficiency and therefore
reduce costs. To this end the Best Practice programme
will seek to increase overall awareness of energy issues
within the sector through the publications and other
methods such as seminars and workshops.

Sports Buildings
In developing the EEO’s Best Practice programme for
the sports and leisure sector, BRECSU has taken full
account of the new regimes under which the sector
operates, such as compulsory competitive tendering
(CCT). Buildings’ characteristics are also particularly
important in relation to the existing stock which includes
a diverse range of custom-designed and converted
structures with a wide variety of ages, types of construc­
tion, size, use and ownership. The size of buildings
ranges from small pavilions to multi-sport centres.

The Best Practice programme recognises the special 

design requirements of sports buildings - and there is no
conflict between these special, and perhaps energy
intensive demands, and aiming for improved energy
efficiency. In contrast to ‘energy conservation’, which
could demand some sacrifice, ‘energy efficiency’ is about
providing the desired internal conditions for the
minimum energy cost.

In terms of energy performance, the building stock
is particularly diverse. Even recently constructed
buildings have been shown to be using energy at a much
higher rate than might have been expected, whilst an
energy audit on the design of a newly built complex
showed that 30% of the energy costs per annum could
have been saved through closer attention to the energy
efficiency aspects of buildings and equipment.

In general there is significant energy saving
potential in many buildings in the sports sector, through
wider adoption of simple tried and tested measures. The
Best Practice programme can help realise this potential.

Saving Energy Means Saving Money
With the introduction of CCT for the private manage­
ment of sports facilities, costs - and in particular energy
costs - are coming under close scrutiny. Energy
management provides an important way of reducing these
costs.

Improvement in the energy efficiency of UK sports
and recreation sector buildings can in practice be
achieved through a combination of managerial and
technical measures. In the hands of a competent
motivated team and committed managers, improvements
to energy efficiency can be accompanied by operating
cost reductions, improved comfort, reduced maintenance
and a better environment for all. Furthermore, each
sports and leisure facility can make its contribution to
reducing associated greenhouse gas emissions and hence
the threat of global warming and climate change.

As the energy expenditure for a leisure centre (with
pool) is second only to labour costs, energy expenditure
should be viewed as a high priority for management
scrutiny. A reduction in energy costs may make a big
difference to profit margins.

The Best Practice programme will help sports and
leisure sector managers achieve the benefits of energy
efficiency. By making energy management a priority and
creating a positive environment for staff to manage
energy consumption, sports and leisure sector managers
can achieve cost effective savings whilst also contributing
to an improved environment for us all. Promotion of this
approach to the clients (local authorities) can help give
an extra dimension to the image of sports and leisure
facilities in the community.

Making a Corporate Commitment
The EEO also provides local authority and private sector
organisations with the opportunity to demonstrate a
corporate commitment to energy efficiency through its
Making a Corporate Commitment campaign (MACC).
Senior management commitment to energy efficiency
makes energy saving at the operational level easier to
achieve. In support of the MACC campaign and to place
the management of energy in an organisational context,
the EEO’s Best Practice programme also provides
general guidance emphasising the organisation-wide
approach to energy management and how an organisa­
tion’s performance can be assessed by a simple matrix.
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Those involved in the ‘management of energy
management’ can obtain a free copy of the EEO’s Best
Practice General Information Reports 12, Organisational
Aspects of Energy Management, (which contains the
matrix assessment method) and 13 Reviewing Energy
Management, from BRECSU’s Enquiries Office (see
below).

Further Information
For further information on the Best Practice programme
in buildings please contact:
BRECSU Enquiries Office
Building Research Establishment
Garston
Watford, WD2 7JR.
Telephone: 0923 664258.

Organisations Involved:

1. The Energy Efficiency Office (EEO)

2. The Building Research Establishment (BRE)

3. Local Regional Energy Efficiency Office (REEO)

4. The Sports Council

5. Institute of Sport and Recreation Management
(ISRM)

6. Institute of Leisure and Amenity Management
(ILAM)

7. Your local authority may have an energy unit.
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THE ENERGY CHAIN II

Ken Thompson

British Gas pic

Many of you are concerned with the operation of
swimming pools, which use a great deal of energy. They
are very expensive places to run. The users require a
high temperature for their thermal comfort. To provide
a building with a temperature of 30°C when the outside
temperature may be down to -1°C requires a great deal
of energy.

The heat utilisation in a building is striking in that
most of the heat goes into the ventilation air. If you have
a large warm bath in a room you get condensation. In the
past it has been found that the only way to prevent this
is to put through a great deal of air, which has to be
heated at enormous expense.

Energy can be saved in two ways. One is by
producing the required heat more efficiently; the second
is by reducing the heat load.

To achieve the first aim, the answer is to go over
to more efficient heat producing equipment such as
modem boilers, particularly condensing boilers. A
conventional boiler has one simple pass and one heat
exchanger. However, a condensing boiler has a second­
ary heat exchanger that picks up more heat and the flue
products are at a much lower temperature. Obviously, as
with all energy saving equipment, the boiler costs more
money initially. The appropriate course to pursue is to
have one condensing boiler that takes the majority of the
load and cheaper standard boilers for picking up the
occasional peaks.

Another way of saving energy is by putting in a
CHP unit. These produce heat quite efficiently as well as
providing electricity. So you can consider that you get
either the heat or the electricity free.

Another way is to recover the heat that is being
expelled from the pool. One method is to have a run
around coil, so you recover heat from the air being
expelled from the building and put it into the heat going
into the building. However, these systems tend to be
expensive to install, like all energy saving equipment,
with slow payback times and additional maintenance
costs.

The main problem with pools is that the air that is
going out of the building is probably at the temperature
at which you want to put it back into the building. So
why throw all that heat away? The air leaving the
budding contains moisture and it is that element that you
do not want to put back into the building. Therefore
humidity control in swimming pools is a very important
subject and can lead to energy saving.

A common way to dehumidify the air, which has
been in use for many years, is by electric motor driven
refrigeration units. These chill air to below the dewpoint
so that it condenses out as water and goes away to
drains. You then reheat in order to reach the final
temperature that you want to go back into the swimming
pool.. Basically what happens is that the moist air comes
in and is cooled down; the moisture condenses out and is 

drained away. If you are using a heat pump, you pump
the heat that has been absorbed from the moist air back
into the dry air, through a reheating coil. In a building,
you would extract the moisture and the heat from the
extract air, recirculate most of the dry air, and then
reheat it with enough fresh air to keep the conditions
favourable for the occupants.

Unfortunately, these units do have a high installa­
tion and maintenance cost, and many people would say
they have a poor reliability record. The also contain
environmentally damaging CFCs - an important issue
these days. However, big energy savings can be achieved
if these units are used well.

There is a second way of dehumidifying air which
has been used for many years but which has only
recently come to prominence. This is to use desiccant
systems. You have probably come across these as those
little bags of blue chips you find in camera cases, or
things you put on window sills to absorb the moisture,
and then you have to put them in the oven to reactivate.
These tend to be substances such as silica gel. They
chemically absorb the moisture when in contact with it.
You then follow the same procedure as with the little
silica bags - you heat the desiccant up and the moisture
is driven off in a vapour form through the flue. What
happens is that as the moisture is absorbed by the
desiccant, this is a chemical process that gives out heat,
so you actually do get heat addition to the air. In some
cases, although probably not in swimming pools, cooling
may be needed.

The company which specialises in dehumidifiers is
Munters of Huntingdon. They developed what they call
the ‘desiccant rotor’ many years ago. What happens is
that the process air from the pool, the moist air, passes
over a honeycomb type rotor that has the desiccant
absorbed on it. The desiccant absorbs the moisture out of
the air. In doing so, the moisture gives up its latent heat
and therefore we get warm dry air coming out - up to
20° warmer than the air that is going in. Obviously, the
desiccant becomes very moist during the process so the
wheel rotates slowly, about eight times an hour, passing
through a heated area to drive off the moisture which
then passes out through the flue. As an extreme form of
energy saving, it is possible to have a heat exchanger to
exchange heat between the two streams.

The desiccant wheel is a very simple piece of
equipment. The only moving parts are the little motor
that moves the wheel slowly round, and a couple of fans
to drive the air.

The advantages of desiccant systems are that they
are simple systems with few moving parts. They remove
the moisture in a vapour form so there is no condensate
- which is often very corrosive when it comes out of a
swimming pool. No reheating is necessary. For other
applications which I will describe later, the system can
operate to a low humidity and temperature. You can have 
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a gas fired version with low running costs and, what is
very important these days, no refrigerants are required.

How do you install them into a swimming pool?
You have the normal system of fresh air in, through the
pool, extracted and recirculated. But you take a bleed off
the fresh air supply and pass it through the dehumidifier,
which deep dries and takes moisture out of the air that is
flowing through. So you do not have to pass all the air
through, just 20% of it maybe. Once it has been
dehumidified you provide whatever heating you require.

We installed one of the first field trial units at a
pool at Ponteland, near Newcastle. We were looking at
how well it would control the pool hall relative humidity.
This has been achieved very well over many hours.
Continual monitoring showed that humidity was kept
very constant.

On doing an analysis of installation and running
costs in comparison with an electric heat pump, we
showed that the additional cost of the desiccant wheel
installation had a payback time of under one year. This
was in a pool which had a surface area of about 400 m2.

Comparing it with heat pumps, you get a higher
level of dehumidification and additional heat per
electricity kilowatt than per gas kilowatt. However,
bearing in mind the relative costs of the electricity and
gas kilowatts, gas comes out four or five times cheaper.
This is where the economies come.

Desiccant system payback times have been
estimated. Versus a simple fresh air system, the payback
is 1.3 years. Against a run around coil, it is about 0.6
years. Against a heat pump it is about 0.7 years.

Of course, all swimming pools are different so the
economics depend on your pool and how you operate.
The people at Munters who are taking over the project
now would be very happy to do estimates on any pool
hall.

As well as being useful in swimming pools, other
types of sports facilities have humidity problems. Indoor
tennis courts in lightweight buildings can have conden­
sation on the walls. Keeping the moisture at bay in these
buildings is very expensive. One way of doing it is to
install a dehumidifier to extract the moisture out and
eject it to atmosphere. This can be cheaper than heating.

Another application arose in an indoor sports centre
at Forfar which has a curling rink. Curling requires a
very cold ice temperature, about -7°C. Because of this
the surrounding areas become very cold. Condensation
is very prevalent on the ceiling and in the roof members.
This can rot the structure of the building. Also, conden­
sation can run down the walls so that frequent redecor­
ating is required. Even worse, it can fall on the ice rink
itself and spoil the highly polished surface. On days
which are particularly humid, you cannot see from one
end of the curling rink to the other.

So what was done at the curling rink at Forfar was
that a dehumidifier was installed. They wanted very still
air at surface level. So the air that was taken out of the
building, dehumidified and then trickled in very slowly
in the ceiling. This may sound odd. In normal practice,
you need air movement in order to get even temperature
distribution. But if you have very still air, the moisture
moves due to its own physical properties. If someone in
a room is wearing perfume, you can soon smell it, even
though the air will not have moved. It is the physical
diffusion of the air. What happens is that the moisture
diffuses from below into the warm dry air at the ceiling,
and is taken away. The dry air at the ceiling acts as a
sort of sponge.

The operators of the rink were very pleased with
the running costs. The gas reactivated dehumidifier cost
only about £500 per year, whereas an electrically
reactivated wheel (another version that Munters do) was
costing five times that. An electrical refrigeration unit
would have cost at least ten times that, and it could not
have coped because it is so cold that there would have
been ice on the wheel, which probably would have had
to be removed with a chisel every day.

So here is a system that in an ice rink prevents
fogging, prevents condensation, improves the comfort,
reduces chilling costs and improves ice quality.

I hope I have given you a brief insight into this new
technology. It does save costs and several swimming
pools have now gone down this road and are achieving
reductions in energy costs.

If you have any queries on the use of energy for
heating or environmental control, please contact your
local British Gas office who will be pleased to help.
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POOL WATER QUALITY

Andy Elphick and Brian Guthrie

The National Pool Water Treatment Advisory Group

Brian Guthrie
My role today is really to act as a ‘warm-up’ man for
Andy Elphick, to provide some background to what he
will be saying.

There was a time when swimming pools were much
simpler than they are today. You could fill your pool
with water on a Monday, and charge top price; and then
empty it on a Sunday, by which time the charges had
gone down quite a bit! Things have become much more
complicated since then.

The Ministry of Health first became involved in the
history of pool management guidance in 1929. They
produced the original version of what has become the
‘bible’ for swimming pool management - the ‘blue book’
- The Treatment and Quality of Swimming Pool Water.

The year 1984 was a significant one. The DoE
wound up the sub-committee which had been responsible
for the production of the ‘blue book’. In a sense, this
was an evolution from the key date in 1976 when ICI
decided to stop supplying chlorine gas to swimming
pools, which brought all sorts of complications into the
management of them. The DoE sub-committee was
formed to try to sort out some of those issues.

Nevertheless it was wound up, and was replaced by
the independent Pool Water Treatment Advisory Group,
also in that key year of 1984, to take over the work
which had previously been undertaken by the sub­
committee. There was much the same sort of member­
ship doing much the same work, but independently.

The Pool Water Treatment Advisory Group
comprises the following organisations and individual
advisers:

Members

Amateur Swimming Association Dr P T Penny
British Water A Elphick

(Treasurer)
British Association of R Elsmore

Chemical Specialities
Department for Education M Patel
Institute of Sport and R I Riley

Recreation Management (Chairman)
Ministry of Defence B. Pallett
Sports Council D W Bosher
Swimming Pool and Allied H Gosling

Trades Association

Associate Members

Association of County Councils A Monk
Institution of Environmental T J Price

Health Officers

Technical Advisers
Department of the Environment O D Hydes
Public Health Laboratory Service Dr J V Dadswell
Department of Health Dr J Hilton
Secretary
B Guthrie

The Members contribute funds to the Group;
Associate Members, valuable though they are, do not
contribute funds; the three individual members are
technical advisers involved for their personal qualities but
also, in a sense, representing the organisations that are
involved.

So, as you can see, the Group goes right across the
industry. Most of the important trade associations and
interest groups are involved. Obviously, that broad
spectrum of membership gives us considerable strength
to influence the way in which swimming pools are
managed and to monitor publications that appear and
advertising claims that are made; to produce press
releases; to answer queries; and from time to time, to
produce publications of one sort or another.

The publication that we are here to talk about today
is The Treatment and Quality of Swimming Pool Water
which we are updating. The reason we are doing so is
partly because it is ten years since it was last seriously
updated and partly because it has been out of print for
the past few months. Thousands of copies have been sold
over the years.

A number of other books, which are a back-up to
the main one, are also out of print as of the past few
weeks. The DoE, which has gradually withdrawn from
involvement in swimming pool management, has no
plans to update them. The implications of the withdrawal
of all these publications is something with which we have
not quite come to grips as yet.

In 1990 we published a questionnaire survey of as
many pools as we could. We received 560 replies which
revealed a number of problems which pools had, on their
own admission. The problems included not having a
policy on dilution, not having a satisfactory turnover
rate, inadequate back load, not having a notion of what
the bather load was supposed to be, or even admitting to
being overloaded. That clearly demonstrated to us that
although the DoE book, The Treatment and Quality of
Swimming Pool Water was available, full of good,
readily understandable and explicit information, never­
theless there were problems in the management of pools.

We decided then that we should update the book,
even before we knew it was going to go out of print. We
hope that the very act of relaunching it, under the
PWTAG banner, but still with the strength of the DoE
and various other government departments behind it, 
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might give a bit of a boost to the whole notion of
guidelines and standards in swimming pool management.

We are bedevilled by the fact that there are no laws
about this. If you get things wrong then you may be in
trouble legally, and people may look at how you manage
the pool in the first place, but there is no actual legal
requirement about dilution and back washing or anything
else. There is only a sort of general requirement not to
kill people unless you can help it!

Short of having legal standards - and there seems
to be nil chance of that - we wanted to produce a book
which comprehensively, clearly, authoritatively and in as
up-to-date way as possible, would describe exactly what
you need to know to run a pool well. That is what we
are about.

As well as making it clear, we have reorganised the
book in terms of its chapters. We have cut some things
out and combined others, to try to make the thing a bit
more logical. We think it is going to be important. We
hope it will be available in the spring of next year.

Andy Elphick

I will be talking about the technical aspects of the book,
The Treatment and Quality of Swimming Pool Water.
Any book that is written by a committee goes through
many draft stages. This one is no different. We go from
one draft to the next. At the moment I am commenting
on a book which is a series of pieces of paper in various
stages of completion.

I want to try to cover those technical matters which
are different in this new book.

Just to make a couple of initial points, the strength
of the committee is that we consider technical matters
from all angles. We have biologists, chemists, medical
practitioners, and so on, so we get a wide technical
input. The weakness of that approach is that we get many
shades of the truth. For example, we get commercial
interests pressing the committee to look at their particular
process. It is very important in a Group like this that we
remain neutral, that we look equally at all processes.

It is also important that we do not become neutered.
We need to be positive and have a voice in the industry.

In this new document we are trying to be practical,
up-to-date and straightforward. If we are critical of a
process, please do not come back too sharply. Listen to
what we are saying. Very often people come back very
sharply when we criticise a process but we are doing it
with the best of intentions. We cannot praise all
processes, all products. That would defeat what we are
doing because some processes and products must be
better than others.

Equally, we cannot always give black and white
parameters for you to work on. As you know, there is
some art in this as well as science. You cannot always
have black and white numerical values. We have tried to
give such values where they are important, and to give
philosophical gospel where they are not so important, so
that you can look at your own particular pool and treat
it accordingly.

So sometimes we may give recommendations which
condemn something because we have an uneasy feeling
about it, or because there is enough anecdotal evidence
for us to say, be cautious on this point. I think we are
there to say that. Equally, when a new process comes in,
we may not go off at the some rate to praise this process
as others may because we need evidence before we can 

recommend it.
So there is that overall constraint on our technical

decisions.
I want to start by talking about designing pools,

about bathing load. This is where the books starts. There
is a big chapter on design and the things which should be
taken into account in design.

It is not very easy to assess bathing load. We have
started with one criterion - that we should fix the bathing
load based on the safety limit which is in the blue Safety
in Swimming Pools book. Having fixed the bathing load,
we work from there for the treatment plant, rather than
putting in a treatment plant and then working backwards
to establish the bathing load. So bathing load will be
based on one bather per 2 m2. From there we will
calculate the circulation rate by the simple formula of
multiplying by 2 for conventional chlorination or 1.6
where ozone is used with chlorination. That gives a
circulation rate on which we can start to build our
treatment plant. It makes it an equal playing field for all
contractors.

We have removed the old calculation in the book;
it has always confused me and I suspect it has confused
many other people. So we have tried to simplify that
with this simple calculation to work out the circulation
rate through a swimming pool.

This works extremely well for the modem leisure
pool, the shallow pool, the learner pool, the pool that is
heavily used.

We take our circulation rate, divide it into the water
volume and work out the turnover period. Using this
very straightforward, logical progression of simple
mathematics we arrive at a turnover period, and it will
work out exceptionally well for the leisure pools and so
on. It works out not quite so well for a competition pool
or a diving pool.

This is the state of the draft at the moment. We
need some more factors which will be built into the final
draft so that the turnover period becomes more important
in the competition pool where the bathing load cannot be
as high; and on a diving pool the calculation would
produce a turnover of many hours, too big for the
stability of the chlorine residual.

But we feel that starting with the bathing load and
working through that logical progression, then trimming
those factors at the end, is the right approach. We do not
want to over engineer it. That may well please the
contractors but it does not please the purse. And yet we
want something which cannot be overloaded as the time
progresses in the swimming pool.

There is a new, well revised chapter on pool water
pollution. All the pollution sources are classified in terms
of the dirt, tissue excretions, cosmetics that come into
the pool. That is fairly basic.

One excretion that we are concerned about is liquid
stools of diarrhoea in the swimming pool. In the water
treatment industry, in water supply, there have been
several outbreaks of a disease called cryptosporidiosis.
This is pretty resistant to all of the disinfectants used in
water treatment.

So what we are saying is that the normal pollution
that comes off the body is well catered for, be it solid,
bacteriological or a virus, in the normal swimming pool
treatment process. But this particular germ called
Cryptosporidium and another one called Giardia can
produce diseases which are explosive, shall we say, and
can cause problems in swimming pools.
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We are saying that baths managers must take this
quite seriously. You must carry on emergency measures
if you suspect that liquid stools have been put into the
pool. If that is your feeling, and that would be confirmed
if there was illness in the area or the family concerned
with the people say, yes, there is an illness here, then
you must take the appropriate course of action. The
organisms will not be killed by the normal disinfectant.
The action would be to clear the pool and keep the
residual as high as you can. Back wash it, add your
flocculent, turn it over three times before you reopen the
pool. That is fairly harsh treatment for a swimming pool
manager, to have to close down, but this is the advice
that we feel fairly strongly about. If it is a small pool
you should empty it and clean it out.

There is not much new on all of the other infections
such as foot infections or eye irritation. On viruses, there
is something about HIV but that is not a problem. We
dwell a little bit more on skin rashes in the new book,
with regard to the different types of rashes, be they the
holiday rash, caused by heavy exposure to warm water
after not having any exposure, very mild dermatitis,
through to the bromine itch where we have a lot of
anecdotal evidence of itches with BCDMH. The book
clearly defines the difference between the different types
of rashes to help your medical practitioners in their
analysis.

We cover Legionnaires’ disease also but the only
ones which really cause a problem are the Cryptospor­
idium type organisms.

On pool hygiene we have taken our own research
into account in our advice. It is very pleasing to see that
the Institute has taken ‘Baths’ out of its name. ‘Bathing’
in its traditional meaning of ‘washing’ is not what
swimming pools are about. Hopefully the name change
will emphasise that in the industry.

Traditionally, in this country we have tended to
shower much less than in Europe before we enter the
pool water. Showers have primarily been used to wash
the chemically treated water from your skin. We have
done an education programme on washing and peeing
before you swim; we have done research work on people
showering before they swim; and we have shown quite
conclusively that there is a dramatic decrease in the
amount of pollution put into the swimming pool by
bathers if they have a simple water shower before they
swim. It is fairly obvious but not much work has been
done on that.

Footbaths are better than nothing if you do not have
a shower but no real advantage if you do.

Education is a slow process and it can only work if
the facilities for pre-swim hygiene are there, well used,
clean, desirable to use.

There is a new section on pool cleaning, both
around and within the pool. It gives advice on the types
of chemicals and their use.

Disinfection policy - in this country we tend to use
a pretty high level of residual chemicals. We have a
philosophy in the new book of trying to cut back on
chemicals that are not needed. Overkill is not the
philosophy. The philosophy is treat it to where you want
it, have a little bit in reserve, but don’t overkill it,
because that brings on all sorts of knock-on effects.
Wherever you can, take the least use of chemicals. Try
not to have a chemical soup in the pool.

Try to work on lower residuals. Chlorine residuals
of 2.5 to 3 mg/1 are not uncommon but they are quite 

unnecessary for disinfection as long as the circulation
pattern of the pool is good. If you work on that
philosophy it gives you more reasons for dilution because
you can only operate on lower residuals if you have a
relatively clean, organically free water. If you do that
you can lower the pH a little bit so there is less worry in
terms of pH control. Disinfectants will work that much
better because of a lower pH without causing irritant
problems.

The book has a bigger emphasis on automatic
dosing. In the last document hand dosing was approved
in certain situations. It is now not approved. Automatic
control is the scene for the ’90s.

There is a lot more explanation on the chemistry, as
there was in the original big ‘blue book’. We feel this is
useful and important.

We have tried to give a little bit more choice on
disinfectants. We feel there are so many disinfectants
available now that quite a few are listed and the pros and
cons are included. We have tried to give some guidance
on the choice. The choice has to be up to the users, the
baths managers, but we have said look at certain things.
Some are obvious - the cost, availability, ease of
handling, COSHH regulations, and so on. They must be
included in the DoE approved chemicals list - the DoE
committee on approved chemicals for swimming pools.
They must have a purity that relates to that particular
document.

Having chosen on the basis of finance, handling,
and so on, you need to look at how the chemicals treat
the water. Very often we try to modify the water to suit
the disinfectant, rather than to use the disinfectant that
suits the water you are using to fill the pool. If the water
has a low pH it means it is very reactive; it will react to
small changes of chemical additions. In that case you
would use something that would put calcium into the
water. You would probably need a very soft pH
correction chemical like carbon dioxide, so that you are
not thrashing the pH up and down. If you are in a hard
water area, the pH is not easily influenced. So if you
have a treatment process that needs to run at a pH of 8,
say, and the pH of the incoming water is 7.2, don’t fight
it by adding all sorts of chemicals to bring the pH up.
Use a disinfectant that suits the regime rather than try to
adjust the water quality.

You should look at side reactions - and I will talk
about those in a moment. You should look at the need or
otherwise for ancillary chemicals. If you do not really
need lots of ancillary chemicals then don’t make a
chemical soup in the water.

By-products is a fairly fraught area. All of the
halogen, the chlorine, bromine type disinfectants, will
produce haloforms in the water. There are limits for
haloforms in drinking water in this country. The Group
believes that those limits should be a guide for pool
operators too, and there may be some reason for
lowering those standards, based on the fact that people
are swimming in the water and ingesting these fairly
volatile chemicals into their lungs, particularly if they are
in training or competitive swimming. So we look at those
fairly seriously. In all truth, there is no real evidence to
support the theory that they produce cancer in man; it is
fairly theoretical so there is not a major scare here. It is
not a major selling poifit that these chemicals do not exist
in a given product. Nevertheless, it is something to take
into account in assessing the risk of different products.

The toxicity of organic bromine compounds 
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generally tend to be higher than those of chlorine
compounds. This is a statement of chemistry: because of
the molecular weight when you produce bromoforms,
there tends to be more there in a mg/1 concentration. But
like for like, the different chlorine and bromine
compounds produce the same sorts of proportions of
their respective haloforms. We have done research on
that sort of thing.

Bromates are the fashion at the moment in terms of
water quality. Bromates are to be included in the
November ’93 World Health Organization standards for
drinking water, which will put a limit of 25jzg/l on
bromate, which is the lowest level of detection at the
moment. That is likely to come down even further. We
do not know if these things are present in our swimming
pools or not. We will be doing work on that aspect to see
if it is likely. The places they are likely to be are where
ozone is used to treat water containing bromide. If the
raw water contains bromide, we need to look at the
bromine type chemicals to see if they exist there, and
with electrolytic chlorination to see if they exist there.

So that is a risk assessment which is a little
technical, a little difficult to grasp, but that really is
where you need to grasp it, and we will try to give as
much guidance as we can.

We have a whole new chapter on the subject of
water balance, pH, hardness, alkalinity, and we have
tried to get our priorities right in those areas. We are
working on a minimum level for calcium hardness, to
make sure that all water contains enough calcium to give
a protective scale. Whether you put that in by calcium
hypochlorite, calcium chloride, or whatever, does not
really matter.

Wc are saying that you should use the pH for your
optimum disinfectant. That is the important thing. You
should build round that the other parameters which set
your saturation index. You should not try to fight the
system that you have in order to satisfy the index.
Preferably, you should aim at 4-0.2, a slightly positive
index, where you can.

The alkalinity is only there, for the chemists or
users amongst you, to stop the pH shooting up and down
when you add harsh chemicals. The figures are not so
important.

We have a new chapter on monitoring, with a
number of paragraphs on how to interpret the results. We
have a lot more on automatic monitoring and how to
calibrate. Automatic monitoring is widely used and it
makes sense if you understand what is measured. Many
systems measure hypochlorous acid and you need to keep 

the pH constant, or whatever, so that you are measuring
on the automatic equipment exactly what you want to
measure.

There are a few paragraphs on that philosophy.
We have tried to give a simple explanation of the

interpretation of this chemical monitoring. With chlorine
residuals, for example, you may not need to act on a
snapshot figure. You need to understand the trends of
these chemicals; you need to know, for example, that if
you have monochloramine measured on number two, if
it is there in the morning, maybe you are not adding
sufficient chlorine all the time; you should be able to
remove it by additional chlorination. You need to know
that if you have a DPD number three that it can be
comprising different types of chemical, some of which
you will make considerably worse by extra chlorination.

You need to understand by doing these tests and
looking at trends, exactly which regime of chlorination
you have, so that you can take it slowly and sensibly.
Continuously running up and down, adjusting the
automatic monitor and so on, is really one of the
problems in this industry.

You need to understand the different chemical
fractions if you are chlorinating. You need to understand
how these different residues break down, and how some
of them never will break down, and you have to rely on
dilution to remove them because they interfere with the
whole chlorination process.

We have a new chapter on bacteriological
monitoring. We have left Pseudomonas as an optional
test. That is a change which we did not foresee when we
came into the new draft. We expected to include it as a
mandatory test but the medical and bacteriological people
have said that it is a test for when you feel something is
going wrong. It is a filter pollution problem as opposed
to a bather pollution problem.

We have looked at reagents for neutralising
disinfectants. There is a lot of activity at the moment on
silver supported chlorine disinfection and we have
improved the guidelines on how to do testing on that sort
of water.

The filtration chapter is still about two or three
draft stages behind the front end of the book. At the
moment we are recommending for all pools used by the
public at least a medium filtration rate of between 10 and
25 m/hr. Obviously, this will cause some debate within
the group as the drafts go through.

We have written new paragraphs on dosing
coagulants to improve the state of that particular art.

The work goes on but here I must leave it.
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designed to manage

Chris Harper

Technical Unit for Sport
The Sports Council

The Handbook of Sports and Recreational Building
Design published by Butterworth Heinemann will be the
most comprehensive sports design manual available
anywhere. It is intended primarily for architects and
members of the design team, but will also be a useful
reference for managers and those involved in commis­
sioning, running or adapting sports facilities. This paper
will briefly recall the background to the changes that
have affected sports design since the original volumes of
the Handbook were published in 1981 and will highlight
the changes in the text before concentrating in detail on
the principal building types.

The original four volume Handbook is in the
process of being replaced by a larger second edition,
albeit now in two volumes. One on outdoor sports was
published in the summer. The second now with the
publishers, will appear in 1994. Both were written by
members of the Sports Council’s Technical Unit for
Sport with specific chapters being contributed by outside
authors. The Technical Unit deals with design enquiries
on a day-to-day basis and examines proposed schemes
sent in by the Regional Offices. Experience arising from
this discourse informs the text throughout. Several live
projects have been completed by the Sports Council
during the past 12 years which have produced detailed
data both from the design process and from subsequent
monitoring of the projects. The SASH centres (Standard­
ised Approach to Sports Halls) are widely regarded as
being the most comprehensively evaluated sports
buildings we have ever produced. These projects include
pools, community centres, arenas and skating rinks.
Other new and important publications exist and are
complementary to the revised Handbook. There is Safety
in Swimming Pools and its dry side contemporary, the
Sports Council’s Safety Fact File. There are also Fact
Files on different aspects of sports management produced
from research data from our colleagues in the Facilities
Unit.

The year since the original volumes were published
has seen substantial changes in the sports environment.
In terms of provision, this has led to the development of
entirely new types of sports facilities, often with an
emphasis on family leisure and with a design approach
very different from the preceding and narrower range of
sports buildings. Leisure pools came of age in the 1980s:
indoor water parks were built, hotel pools and fitness
facilities flourished and free form ice rinks emerged as
did recreational ice in retail centres. There was a move
towards specialist indoor centres, tennis in particular but
also badminton and now table tennis. Indoor sports
arenas started to be built in Britain, or converted from
existing wide span structures, and at last we have seen
some substantially improved stadia and football grounds,
and even one entirely new development recently opened
by Millwall. CCT, whatever its other merits may be, has 

made local authorities more aware about improving the
way their facilities are run and promoted. There has been
a significant increase in use of indoor facilities,
particularly by women and this must also have had some
influence on the higher standards of decor, ambience and
cleanliness now expected of leisure centres.

The private sector has developed, perhaps not as
spectacularly as some would have wished, but most
certainly in the burgeoning health and fitness market and
in the building of high quality tennis and racket clubs.
Despite the recession, new health clubs, usually in
converted premises, open apace up and down the
country. Most closely follow current thinking on good
commercial design standards and are ideal environments
for fulfilling the fitness needs of busy working people,
the leisure snackers.

To return to the Handbook', the two volumes carry
a daunting amount of information but are set out in a
sequence that enables easy reference to specific subjects.
Volume 1, Outdoor Provision, is straightforward, but
does not precisely co-relate with the original content.
Volume 2 commences like its twin with overviews, and
briefing guides, then proceeds to indoor common space
(sports hall) activities, and the general and detailed
design of multi-purpose facilities and their services. It
then deals with community provision, and ends with a
range of dedicated space facilities, from swimming pools
to ice rinks.

This is a much expanded format compared to the
first edition, with several new topics being introduced.
The swimming chapters have been substantially rewritten
to take account of revised dimensions, the rise of leisure
pools and their hybrids, new guidance on changing and
new pool features. Many of these chapters have been
written by invited authors, experts involved in the design
of the 1980s generation of pools. There are completely
new sections on indoor tennis centres, ice and roller
rinks and community centres, picking up on experience
with live projects.

The external influences which have affected all
these buildings may be summarised as being due to
higher demand and higher standards. There is higher
expectation of users, more sophisticated design and better
performance brought about by a wider range of user
groups, including for example disabled patrons. There
has also been the impact of new building legislation, on
the need to conserve energy and to make appropriate
provision for the disabled. There are now many more
indoor facilities than existed in the late 1970s, many with
overlapping catchment‘areas and all competing for a slice
of an ever expanding and diversifying leisure market
against the background of prolonged economic uncer­
tainly. Higher expectations have led to the reconsidera­
tion of dimensional standards in dry facilities as well as
pools to suit the needs of more sports.
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Revised building legislation has required higher
levels of insulation and construction and the demands of
cost effective operation have led to much more efficient
heating, lighting and ventilation systems. A well designed
indoor pool of the 1990s, insulated to at least the
standards required by the Building Regulations and with
recovered heat, will use almost half the amount of energy
of its mid-1970s equivalent. Part M of the Regulations
sets out the access requirements of wheelchair users
rather than relying on well intended statements like
‘providing reasonable access’. This will influence
designers in considering if it is worthwhile providing a
viewing gallery and a handful of ancillary spaces at first
floor level when they must carry the £20-30 K price tag
of a lift and at least two staircases. In small to medium
size sports centres there are now more benefits from
single storey planning, both for access and ease of
supervision.

Which then are the more relevant sections of the
Handbook for managers and leisure department officers
engaged in the briefing process for new or revised
facilities? Obviously much of the text deals with strictly
technical (building) issues but for each main facilities
type there is a briefing guide/accommodation checklist.
The starting point will be identifying the type of activity
or water space required for a particular location, and in
this regard the Regional Sports Councils, with their
strategic planning information, are a useful first contact.
Once these have been established, support accommoda­
tion can be determined. Some will follow on naturally
from the activity space decision, storage and changing
needs for example; others - bars, social areas, health
suites, from the requirements of viability and the need to
include profit centres.

There are some fundamental tenets of planning and
design which apply across the range of indoor facilities,
to ensure easy management and supervision, safety and
built economy.

These will include: as simple, straightforward and
economical circulation routes as possible; a logical
sequence of progression through the building; a not over­
complicated plan form and section for built and running
cost economies; social and refreshment areas with views
of activity spaces and under staff supervision; attractively
designed and furnished public areas that give an
immediate feeling of well-being to the visitor.

For pools the overriding priority is to devise a
circulation pattern which leads with clarity from foyer
through changing and pre-cleanse to the shallow water
areas, and which relates viewing and refreshment areas
closely to the foyer. In sports halls, equipment storage
must be adequately sized, subdivided and located so as to
serve both parts of a subdivided hall; and lighting must
be related to court layout.

These are just a few examples of critical design
features, but I will draw out more in the succeeding
discussion of specific building types.

Indoor Swimming Pools
These 40 chapters have been written against a back­
ground of changing swimming habits and ever increasing
demand. Since the original Handbook was written,
another 100,000 m2 of indoor water area has been added
to the pool stock. Far more people are swimming, but
relatively less children. Provision for swimming
identified a doubling of male pool attendances in the 

years 1977-86 and two and half times more female
attendances; a trend that is sustained. With this higher
utilisation has come higher expectations of the quality of
the pool visit experience. Leisure pools have brought a
fresh, innovative approach to design which has had a
spin-off on the design of conventional pools. Increased
bather loads have led to revised standards of water
treatment techniques and of water turnover rates. In
order to illustrate some of this new thinking, I have
picked out one or two particular examples:

Revised pool profiles and dimensions: the original
longitudinal sections have been replaced with new
sections in agreement with the ASA, annotated to
emphasise the benefits of specific layouts to different
pool activities. One metre is now the accepted minimum
depth for tumble turns but 900 mm may still be accepted
for safety in small pools without separate learner or
splash pools. The maximum pool floor gradient of 1:15
is reconfirmed for depths of up to 1.5 to 1.7 m. The
information on tank widths has been expanded to include
the preference for wider lanes of 2.125 or 2.25 m for
higher levels of competition.

Changing Rooms

Kit Campbell Associates have produced a detailed study
on pool changing which forms the basis of an entirely
new chapter. It radically revises the previous recommen­
dations for calculating changing spaces in relation to
water area, a much more responsive process to take
account of both conventional and leisure water, call out
groups and pool side features. The trend towards mixed
sex cubicle changing is recorded and the need for group
changing rooms for full flexibility is stressed. Lockers
are now accepted as having replaced the central basket
store, still featured in the first edition. Higher standards
of design are emphasised as a response to more adult use
and the changing and storage requirements of mothers
with young children are given fresh attention. It should
be noted that these new methods of changing calculation
do not result in radically different numbers of spaces,
they are simply more subtle and responsive. The old
contentious issue of pre-cleanse is laid to rest with notes
on the unsuitability of foot baths and on the benefits of
foot sprays or pre-swim pool side showers, based on
work done by the Pool Water Treatment Advisory
Group. Additional internal showers are advised for those
who want to strip off after their swim. Unobstructed
floors with simple falls and generous drainage channels
are highlighted for easy cleaning.

Moveable Floors and Bulkheads
The value of these devices, well established on the
continent, is now recognised. Moving floors in associa­
tion with moving bulkheads offer maximum flexibility
for new pools, a feature so spectacularly demonstrated at
Ponds Forge, Sheffield. Twenty-five metre pools will
also benefit from their inclusion, as the Scottish Sports
Council have shown with their input to the Kinross Pool.
This increased flexibility can provide uncomproraised
water space for conventional swimming as well as for
diving, sub-aqua, and aquarobics, and is of tremendous
benefit when arranging the programming of water space,
an inevitable requirement of today’s market. It is noted
that, for safety, the undersides of bulkheads must be
sealed.
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Pool Edge and Surround
Deck level pools were well recorded 12 years ago but
their advantages of good appearance and easy accessibil­
ity, not least for the disabled, have been enhanced by the
acceptance of raised ends for training and competition. A
really significant change is the revised recommendation
of BS 5385/92 that falls on tiled floors, including the
pool surround, should not exceed 1:35. Research found
that falls steeper than 1:30 could diminish slip resistance
and falls shallower than 1:60 were likely to result in
ponding. There are now numerous ceramic products on
the market, including tiles with no relief patterning, but
it is stressed that only products with a high degree of slip
resistance should be used.

Leisure and Leisurised Pools
The first generation of leisure pools was covered in the
original Volume 1 but their numbers increased dramati­
cally in the 1980s. This expansion was design-led and
quality was remarkably consistent for a new building
type, probably due to a handful of practices with in­
house expertise getting most of the important commis­
sions. Providers seemed tempted to outvie one another
with successively more exotic designs incorporating a
string of new features. Water flumes were taken outside
the building envelope, not just for the thrill of it but also
to reduce pool height and volume. The ideal compromise
between a free form and a conventional pool, first
attempted at Rushcliffe, Nottingham, came to be
recognised, as did the need to provide separate water
areas wherever the budget allowed.

Small and Hotel Pools
More completely new information on these topics based
on the interest shown by hotels and hotel chains is adding
health and fitness facilities to their existing amenities,
with the opportunity for public admission usually on a
leisure club basis. The Technical Unit was directly
involved in the design of a 20 x 8 m community pool at
Melboum, Cambs, an influential building whose full
technical details will soon be issued for those wanting to
replicate the design.

A chapter which will be of particular interest to
managers is BUILDING MAINTENANCE. It stresses
the need for the contractor to hand over a user-friendly
maintenance manual on building completion and the need
for safety, inspection schedules, staff training and
planned regular maintenance.

Building Services
These chapters are completely new and stress that a
holistic approach is needed for pool design with each
member of the design team co-operating to achieve an
integrated, co-ordinated solution. There is new emphasis
on measures to prevent corrosion, obviously difficult in
indoor pools, where weaknesses in many 1960s and
1970s pool specifications are becoming apparent as these
buildings are subject to major maintenance and refurbish­
ment.

The SPORTS HALLS, or rather sports centres,
chapters have been comprehensively revised or expand­
ed. The chapter on equipment storage, is an example,
where the intervening years have shown the need for
more .space and where the Home Office circular on
cellular foam has led to the requirement for separate, 

protected and alarmed stores.
As with pools, the overall dimensions of sports

halls have been reconsidered. The Handbook suggests
ranges of dimensions in the small, medium and large hall
capacities and will be supplemented by a detailed list of
specific sizes to be published as a TUS datasheet in the
New Year - preceding Volume 2 by a few months! The
most significant changes are in the small hall category
where the advantages of 18 m over 17 m width are
emphasised and where an increase from 32 m to 33 m
length permits competitive, not just recreational, level
netball. Another example of higher expectations increas­
ing standards is in the large hall category where the
requirements of hockey, handball and korfball are better
accommodated in rectangular halls rather than in the
traditional 36.6 x 36.6 m square hall. Interestingly, a
long 50 x 26 m shape equates with the large square hall
footprint.

Work on which we are currently engaged on sports
hall specification will back up and to some extent
augment the Handbook. Again a datasheet will be
published in the New Year concentrating on the ‘best
value’ approach for hall components, finishes and plant.
It will put emphasis on spending money where it counts
to the user. The hall floor is the prime example where
area elasticity is now required, but so are higher
standards of decor and comfort in social areas and
changing rooms. The dull, barren, cold and unwelcoming
image is a thing of the past! There will also be an
emphasis on simple, effective and easily managed
building services. There should be nothing too complex
in an area of design where over-specification has been
shown to have led to poor life-cycle costs, and difficul­
ties in day-to-day operation, often by inadequately
informed staff and without commensurate energy
savings.

The ice and roller skating sections are both new.
Ice now includes the design of leisure (free form) rinks
and, although the text originated in ICE PACK, the
engineering section has been completely rewritten. There
have been no really radical changes since ice pack,
although new refrigerants have to be used to accord with
the Montreal Protocol. Roller skating is updated from an
earlier TUS datasheet on this subject.

Just one further example of a building type new to
the Handbook - indoor tennis centres. They have
multiplied in the past decade in both the private sector,
often as well appointed clubs offering a variety of sports,
and in the pay and play category, promoted by the
LTA’s successful Indoor Tennis Initiative. These pay and
play centres, of which TUS have had direct experience,
range from simple four indoor, four outdoor court
developments, up to regional/national complexes with
eight indoor courts and a multiplicity of outdoor courts.

We anticipate that Volume 2 will join Volume 1 on
the shelves in spring 1994 and hope that you will find it
an indispensable reference source, both when considering
new provision and in adapting existing buildings.

Refurbishments will inevitably be a major theme of
the 1990s. The largest number of our indoor pools date
from the 1960s and ’70s and will be increasingly in need
of attention. Some examples already exist but many more
will follow. Plant which accounted for at least 35% of
original built cost has to be substantially replaced and
this commitment will lead to enhancing the buildings’
overall market appeal. Changing rooms will certainly
come under scrutiny, as will the addition of new 
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attractions and the possible reorganisation of water areas.
The Handbook will show what possibilities exist and how
they can be realised.

The same applies to dry facilities. We have already
seen how squash courts can be converted in response to
a changing market. Health and fitness may continue to
boom and there is absolutely no doubt that most older 

centres would benefit from freshening up. Better
refreshment facilities, better dScor and signage and a
better overall image, all contribute to easier management,
better viability and much easier promotion.

And then there are the vast opportunities for new
and refurbished facilities which we all hope will be
realised by the National Lottery.
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EMPOWERMENT AND OPERATION

Mark Sesnan

Managing Director, Greenwich Leisure Ltd

This afternoon I propose to take you through the
Greenwich experience over the past couple of years. Two
years ago I was working as Assistant Director, London
Borough of Greenwich, Leisure Services Department,
covering the full range of facilities from leisure centres
to parks, play centres, and even libraries.

As we went into CCT I headed up an in-house team
which tendered to run the seven leisure centres. We were
unopposed at the end although there had been plenty of
interest in the contract initially.

We started that contract in January 1992. Between
then and now we have been through another process of
change, mainly brought about by the council’s financial
position, budget cuts, etc. The result is that I am now
managing director, in effect, of an independent company.
I will tell you what happened to us, why it happened,
what the steps were, and the problems we came across.
I will try to give you some insight into where we are
now and what the future might be.

I am not here to sell this solution to anybody. This
was a particular solution that Greenwich came up with,
given the problems it faced, although I am sure many
other authorities face similar problems so that you will
find it of interest.

There are seven leisure centres which are now run
by Greenwich Leisure Ltd:
• Waterfront Leisure Centre, Woolwich
• Arches Leisure Centre, Greenwich
• Thamesmere Leisure Centre, Thamesmead
• El±am Pools
• Plumstead Leisure Centre
• Meadowside Leisure Centre
• Elm Terrace Fitness Centre.
They range from the Waterfront, with over one million
visits a year, down to Elm Terrace Fitness Centre which
has fewer than 100,000 visits a year. They range from
new buildings to 1930s buildings. They are inner-city; it
is a typical London area, including some very poor
areas. There is 55% unemployment in the Woolwich
wards; there are high ethnic minority rates, crime rates,
etc. Nevertheless, at the end of the day we still run
leisure centres like everybody else. We hope that we
provide a quality product to several million visitors a
year.

So back in last year we were faced with the
council’s budget problem. Greenwich is probably slightly
worse off than most authorities. To give you an idea of
the global figures, we were talking about taking
£35 million off the base budget of the council in one
year. Greenwich has the dubious reputation of having
been the first council ever to be rate capped. It was also
the last council to be rate capped, and followed that by
being the first and last council to be poll tax capped.

When the new leader took over he said Greenwich
did not want to be the first council to be council tax 

capped. The only way to avoid that was to cut the base
budget of the council by £35 million. That is a lot of
money.

Meanwhile, Greenwich Leisure Management, the
in-house DSO, had settled down. We had reorganised
ourselves, got our working conditions sorted out, got rid
of overtime, introduced standard hourly rates, with bank
holidays being worked at the same rate of pay. The staff
were happy and we thought we had a contract for four
years with a renewal option to six years. We were
getting on with the job.

Then the council told us they were sorry but they
would have to take £400,000 off the contract price,
which was just short of £2 million.

Bear in mind the situation at Greenwich. Because of
our capping position, each time the government put a cap
on half way through the year, we had then had to reduce
the council’s budget. So every year we had been
involved in service and cost reductions of some son. We
were at the end of our tether. The council told us that
£400,000 was our share and we would have to come up
with it.

The standard response to such a situation is closures
and redundancies. We were faced with losing two and a
half centres - Meadowside and Plumstead which are dry
centres, and the Arches Pools (the old Greenwich Baths).
It involved up to 30 full-time jobs, and many sessional
jobs. Obviously, if you take £400,000 off the net figure
of a contract, it has a devastating effect.

The advantage to the council was that it would still
have its in-house DSO and direct control. To my
amazement, quite a lot of people thought that was one of
the most important things in the whole process. But even
then the future was by no means certain. We were still
into annual cuts and closures, further redundancies if
there were further budget cuts, and we were advised by
the legal section that because we had contracted for
seven leisure centres in one go, if we were reduced to
four and a half it was likely that we would have to re­
tender the whole package anyway.

Then there are the macro economic issues around
DSOs and where they are at in terms of whether they
would be allowed even to tender in the future. We have
Greenwich Park in our borough. The park staff have
been told that no way would they be allowed to bid for
their own jobs. Only private contractors would be invited
to bid. A similar situation exists with British Rail and in
the ports.

It is my belief that eventually the government will
accept that the CCT process has been singularly
unsuccessful in moving work away from council depart­
ments and will force the issue through legislation which
will prevent bids from council departments. That seems
to me to be the way this government is heading.

The classic problem for a DSO is that it has a
single customer, the council. It cannot tender cross 
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boundary. Because councils are losing their scope of
operation, it is becoming increasingly difficult to get any
other work within your own authority. In a London
borough, which is a unitary authority (and most
authorities in the country will end up being unitary over
the next few years anyway), it is a discretionary service.
So when our members look at the education budget on
the one hand and the leisure budget on the other, you can
guess which one is first for the chop.

The net result of all that was that within three to
five years our DSO, Greenwich Leisure Management,
would have ceased to exist in any shape or form. The re­
tender package would have been much more attractive to
the private sector anyway - a much smaller contract, the
better centres retained, higher income generation
potential - and we would have gone through a reduction
process which would have meant reducing the size of the
management team along with everything else. Generally,
people would have been demoralised and disillusioned by
the process.

So with both the council and the staff with their
backs to the wall, we had to think what to do. More by
luck than judgement really we came up with the concept
of trying to move away from direct council control and
realise the ensuing benefits, not least in getting relief
from the national business rate. The council itself cannot
get rate relief but it can award relief to charitable
organisations.

There was a great debate going on at the time over
the whole question of charitable status, trusts and so on.
The bottom line was that the Audit Commission ruled
that councils could not set up trusts for leisure centres,
even though they could do so for the arts. In any case
there was considerable concern within the workforce
over the long term implications of operating within a
trust.

In the Greenwich area there is a long established
Co-operative tradition. The Royal Arsenal is in Wool­
wich and the Royal Arsenal Co-operative Society is one
of the oldest in the country.

From that mechanism the idea came out in debate
that we should set up a worker owned company -
Greenwich Leisure Ltd (Figure 1).

Basically the company has the same workforce as
previously employed by the council. The major advan­
tage was that the new company would be eligible for rate
relief and therefore would be able to retain the centres
and the jobs.

The argument is that ‘worker-owned’ empowers
people, makes them more interested in the job, they have
better job satisfaction and work better and harder.
Because Greenwich Leisure Ltd is charitable we are able
to attract grants, and go into partnership with businesses
that would not dream of going into partnership with their
local authority.

We are now more flexible. We are more cost
efficient. We can prove on paper that we can run our
administration more cheaply than the council used to
charge us under service level agreements. We can be
entrepreneurial and we can diversify because we have
none of the previous restrictions on cross boundary
tendering.

This is not an overnight process. The first thing is
that all parties have to agree - the council, the work­
force, the managers and the trade unions. In Greenwich,
the trade unions are encouraged by the authority and if
you do not carry them with you then nothing goes.

The Structure

• Industrial and Provident Society
• Not for profit (seeking charitable status)

The Board

11 Workers (College voting convention)
3 Councillors (Co-opted)
2 Customers (Elected)
1 Trade Union Representative (Elected)
4- General Manager

• Meets monthly
• Directs policy
• Appoints senior managers
• Is the legal entity

Ownership

• One person, one share, one vote
• Shares non-profit distributing
• £25 each
• More than 80% take-up from eligible staff

The Democracy

• Board is elected annually
• Workforce can call emergency general meetings
• 80 paid up members out of 100 eligible staff
• Facility committee at each centre

The Management

• Responsible for day-to-day management
• Implements Board's policies
• Recommends policy to the Board

Fig. 1. Greenwich Leisure Ltd

We also needed the support of the customers. We
had to convince them that we were not turning into a
commercial organisation and that we would still need
their support after the change.

As far as the council itself is concerned, in legal
terms it now has ‘influence’ rather than ‘control’. The
council influence lies in three main areas: via the lease
(which gives us occupation of the buildings); via a grant
(which is effectively the subsidy which would have been
the deficit on the CCT contract); via their seats on the
Board. We are currently into a seven year lease, because
of the peppercom rent arguments, but there is no reason
why it has to be seven years. The lease has the usual
conditions that would apply in a commercial set-up.

Although the grant comes under the heading of
council influence, there is no way that we could run the
buildings without it and therefore the person who holds
the purse strings does actually have quite a lot of power;
if there is something the council wants done, it gets
done. The council is also in a position to target the grant
if they wish. At present they give it to us in a block sum
but there is nothing to stop them targeting it at special
interest groups or activities.

The council representation on the Board is under
20% in accordance with the 1989 Local Government
Act, Section 5 rules. These have not yet been imple- 
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merited but basically they require that for a council to be
deemed not to be in control of a company they must have
less than one fifth of the seats on its Board, and no more
than a 50% financial relationship.

The council still owns all the buildings. The client
still exists and they manage the building fabric and major
plant. They still do service quality assessments. They
manage the grant, do the overall service specification and
determine the lease and grant conditions. They still run
the capital programme.

The council has no control at all over staff conditions
and recruitment (other than via influence) and the pricing
and programming is now down to Greenwich Leisure
Ltd. However, those policies are within the context of
the grant, which the council will only give us if we are
doing what they want us to be doing.

The grant is agreed annually and paid quarterly. We
have a detailed meeting with the client once a month to
discuss progress, in the same way as we did when we
were a DSO. It is the same people meeting round the
same table. It is just that now the debate is not retro­
spective, it is about future policy. I hasten to add that we
always had a good relationship with the client and they
went along with this whole thing from the start.

Greenwich Leisure Ltd was formed on the basis of
seeking charitable status. We have actually now had
approval from the Charity Commissioners and the Inland
Revenue for charitable status. This is a very complex
procedure but we will receive charitable status if all
parties agree to a slight change in our rules. Currently
we are a ‘not for profit’ organisation and we qualify for
75% discretionary rate relief.

For those of you who are unfamiliar with the
structure of an industrial provident society, it is the kind
of organisation that is set up to run working men’s clubs
and so on.

Basically a group of people get involved in something
for a charitable, philanthropic, not for profit reason. You
become a member of it and it exists for the benefit of its
members and its charitable objectives. In our case that is
our staff and the community. The share which you own
constitutes a membership certificate rather than an
investment because no dividend is paid.

As you can see from Figure 1, the Board is rather
large. The size was determined by the fact that the
council wanted three members, but their representation
was limited to 19%. With regard to the II workers,
there is a framework that ensures adequate representation
of minority groups in relation to the size of the individual
centres.

The fact that the Board is the legal entity is a key
point. The Board has delegated powers and responsibility
for the company. If the Board should take a decision
which was not for the benefit of the company then the
members could be held personally liable.

In setting up Greenwich Leisure Ltd we realised it
was essential to take people along with us, not least the
staff. There was extensive staff consultation over a
period of about six months running up to the transfer.
There were trade union briefings; site meetings and
newsletters. We had an indicative ballot at an early stage
to establish whe±er there was general support for the
scheme in principle, rather than just accepting the
redundancies. We had a general staff meeting; we elected
a shadow Board; we had a full staff meeting and
customer consultation meetings in the major centres. We
then held a full secret ballot and this was followed by the 

appointment of the first Board. We have discovered that
the thirst for information, once activated, can never be
fully quenched. We have created an animal now because
everybody in the organisation, from the cleaner to the
receptionist, to the assistant manager, on all seven sites,
wants to know what is going on all the time. They are
legally entitled to all the information.

Figure 2 shows some of the issues and related tasks
involved in running an independent company.

Fig. 2.

Issues Tasks

• TUPE/ARD
• Pensions
• Continuity of service
• Pay and conditions
• Role of trade unions
• Training for staff

empowerment
• Society structure
• Support services

(SLAs)
• Who are members
• Suppliers and

contracts
• 'Company' secretary

• Payroll
• Pensions
• Insurances
• Accounts
• Cash collection
• Cash flow

management
• Manage democracy
• Legal advice

• Business plan
• Marketing plan

• Audit
• Bankers

At the time we were establishing the company, TUPE
was unclear (and is still unclear I believe) but we were
quite happy to adopt it, and the ARD, the European
Acquired Rights Directive, which was the overriding
legislation. The basic principle of those is that in any
staff transference, all the terms and conditions should be
protected.

We managed to get the local authority to agree,
reluctantly and eventually, that there was no reason why
staff could not keep their local government pensions in
the London Borough of Greenwich scheme. A lot of time
and effort went into establishing this principle.

Continuity of service needed to be protected. While
you are in local government there is no problem, you
take your service and pension with you from authority to
authority. TUPE requires that we take in continuity of
service for existing people but, theoretically, we do not
have to take it in for new people, although we will. The
other side of it is what happens if we try to leave and go
back into local government?

Whilst we are recognising other people’s continuity
of service, we are saying to the local government
employers that they should recognise ours. They say they
cannot because it is statutorily limited. This debate is
ongoing at present.

We have no problem with pay and conditions as long
as the grant continues at the same level. We have to keep
the unions on our side and have given them a seat on the
Board.

Training for staff empowerment is basically a
question of making sure all the members of the
workforce fully understand the new set-up.

The society structure can be devised to suit your own 
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particular requirements. For anyone going down this
road, you can set up whatever structure you feel most
comfortable with, but take as much advice as possible
while you are doing it.

Support services refers to all the things you can get
from the council; what can they supply and what can’t
they supply; and what do they do with the money.

You have to determine who you invite to join as
members of the new organisation. If it was a manage­
ment buy-out it would be managers only, but in our case
it was the management and the workers. But what about
the swimming coach? What is the -number of hours per
week threshold? What about people who have been
working on a sessional basis for the past three years? All
these issues have to be addressed.

Then there is the issue of suppliers and contracts.
Freedom from the local authority is a two-edged sword.
Because of its considerable buying power, the local
authority is likely to have negotiated some very advanta­
geous deals.

In a democratic set-up such as ours, the company
secretary has a rather wider role than in a commercial
company. The secretary is the person who is the referee,
who makes sure that the democracy works.

The tasks that we now handle ourselves include our
own payroll, which we do very economically. Insurance
is an important factor. Councils have vast insurance
policies and may not have separately identified the risks.
We have encountered difficulties in getting insurance for
our seven centres, in identifying the risks and liabilities,
etc. It is very expensive. We have had to compromise on
our level of cover because of cost.

Wc run our own accounts system. We have a
computerised network to the centres providing instant
information. We have a commercial accountant who is
instructed that all information must be out within 48
hours. It is completely different from working under
local government. The information is there, it is
accurate, it relates to real money.

We do our own cash collection and cash flow
management. We do not have cash flow problems. The
banks are quite happy with us and are keen to have our
business, even though we do not have a very formal and
structured business plan. We do have a marketing plan
because we have to submit that to the client.

The timescale for the whole operation is shown in
Figure 3. We began in July 1992 with the concept and
ended up a year later with what we call the seamless
transfer. There were no closures. The same staff opened
the same building the next day, but they now worked for
Greenwich Leisure Ltd.

July 1992 Leisure Services issued its vision
statement 'Standing at the
Crossroads' for consultation. All
employees were issued with a
copy, along with all user and
interest groups.

October 1 992 Leisure Services agreed to the
vision statement 'in principle'.

November
1992

Budget cuts identified:
£35,000,000 council wide
£400,000 leisure centres

Fig. 3. Timescale

January 1 993 Tentative go-ahead from politi­
cians. Search for 'vehicle' begins.

May 1993 General proposals agreed in
principle by group, staff and main
trade union.

June 1 993 Detailed committee agreement.
Industrial and provident society
formed.

July 1993 'Seamless transfer' occurs to
Greenwich Leisure Ltd.

What did the politicians think of it? Well, it was
unheard of in Greenwich but there was unanimous
political acceptance. The Labour group said it was great
- clause four, socialist enabling, workers’ control. The
Liberal Democrats said it was an excellent example of
social ownership. The Conservatives said it was great -
privatisation, devolvement of services!

Figure 4 gives an overview showing the pros and
cons.

PROs

• Empowerment, enthusiasm and 'ownership'
• Faster and more flexible decision making
• Registered charity
• Free of local government bureaucracy
• No restrictions on where GLL can work
• Reduced costs (NBR/grants/partnerships etc)
• Positive cash flow
• Borrowing capability

CONs

• Loss of customer focus
(is this temporary?? Society introvert??)

• Single main funder
• Charting new waters ... rocky??
• Loss of local authority carpet slippers
• Potential loss of purchasing discounts
• Staff have the power - they could use it

unwisely!

Fig. 4. Overview

The advantages there are self-explanatory. In terms
of the disadvantages, some of those listed need amplifi­
cation. We only started on 1 July this year so we are still
very young. At the moment we feel we have lost our
customer focus through this process. That worries me
intensely. Everyone has become focused on structural
issues and to some extent we have taken our eye off the
ball with regard to the customer. Hopefully that problem
will diminish with time.

We have a single main funder. If the London
Borough of Greenwich pulled the plug on us tomorrow
we would fold. It is not a benefit to an independent
company to be in that position.
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We are certainly charting new waters and we just do
not know what is round the comer. For example, at
some future point there could be changes in the law
regarding charitable status, or rate relief rules.

There are some words and phrases which I believe
are relevant to the whole concept. It is exciting,
innovative and imaginative. It is entrepreneurial and
empowering. It certainly keeps jobs and services in the
community.

There has been a seamless transfer. We have not 

suddenly become a commercial type operation where the
customers are being turned upside down for every penny
they have as they come through the door. We are still
the same people, operating the same centres, hopefully
to as high a quality and standard as we did before.

In conclusion I want to acknowledge the help and
advice we received from the Greenwich Co-operative
Development Agency, the Royal Arsenal Co-operative
Society, the Industrial and Common Ownership
Movement Ltd, and the Sports Council.
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