Best Value Review of Leisure

Final Report

What is covered by the review?

The Best Value Review has looked at the Council’s contribution to leisure in Gateshead, recognising that the ways in which people choose to spend their leisure time are highly diverse.  The services covered by the review are:

· Sport and leisure – including sports facilities, sports development work, sports outreach and countryside management

· Arts facilities – public art, arts facilities and development and support for the arts

· Events – organising, supporting and running public events

· Catering (leisure) – including catering services in the Civic Centre, events catering and catering in some cultural facilities

· Tourism – supporting local tourist businesses, promoting Gateshead to attract people to visit and providing information to visitors

· Parks – the strategic direction and quality of amenity of parks but not their maintenance

· Allotments – all aspects of their provision and management

· Fixed Play – for toddlers, junior age children and teenagers

A further report will make recommendations on the procurement of all services covered by the review.

Why does the Council provide leisure?
The Council has no statutory duty to provide any of these services.  However:

· The Education Act 1996 requires the Council (because it is also a Local Education Authority) to provide adequate facilities for social and physical training

· Allotment sites are in many cases protected by law and the Council would require permission to change their use or dispose of them.

Although there is no duty to provide leisure, the services under review support the Council to achieve its “leisure and culture” policy objective, as set out in Towards 2010:

“Local people who participate in a rich array of cultural and leisure opportunities”

The Council has been awarded Beacon Council status for ‘Promoting Healthier Communities’ (2005-2006).  The application demonstrated how we improve health outcomes for local people through leisure which contributed greatly to the successful bid.

Leisure also has major benefits for the quality of life of local people.  It encourages and helps people to learn new skills and access rewarding employment.  It can support community cohesion, discourage people from anti-social behaviour and reduce levels of crime.  It attracts visitors to Gateshead and boosts the local economy.

The Council agreed a vision for leisure in May 2004 to focus the services covered by the review on achieving the objectives set out in Towards 2010:

“All local people will have access to a diverse range of leisure opportunities, at the right time, place and price, which make a real difference to their well-being and quality of life.”

This will be achieved by ensuring:

· Local people are involved in developing services that meet their needs – and aware of what is available to them.

· Services will reflect the wider leisure market – the Council will not duplicate existing services but will bridge gaps to provide new and better opportunities.

· An appropriate mix of modern, relevant facilities combined with work in local communities.

· Services that perform well are delivered in accordance with the principles of Best Value.

· Local people are not restricted in the leisure opportunities available to them by poverty, disability, race, gender, age, family or any other circumstances.

· Better leisure opportunities are secured locally by enhancing the capacity of the Council and its partners to deliver.

At present, most of the services under review are provided by the Council.  However, the vision identified a need to:

· Understand the opportunities local people want

· Identify the services available to them

· Identify areas where needs are not currently being met

The Council’s role is to enable access to leisure or provide services to fulfil unmet needs.

How are we achieving the vision?
The Gateshead Community Strategy highlights the way the Council has used leisure to regenerate Gateshead and achieve key objectives.  These were recognised by local people and partners during consultation for the review.  

These major successes include:

· Major investment in sports and athletics at Gateshead Stadium and hosting major world class sporting events.

· Investment in public art, which has brought to life redundant and reclaimed areas – The Angel of the North highlights the way art has fuelled regeneration.

· Saltwell Park has been refurbished and regenerated.

· Gateshead held Beacon Council status in 2001 – 2002 for “Regenerating through Culture, Sport and Tourism”.

· Major projects on Gateshead Quays – BALTIC The Centre for Contemporary Art, The Sage Gateshead and Gateshead Millennium Bridge – confirmed our reputation for regenerating through leisure and culture.

Generally, services perform well and the review confirmed some of our other strengths as:

· A wide choice of activities were felt to be available which suited a wide range of audiences and communities.  These services were delivered in a generally accessible manner, although there were some barriers which needed to be addressed.

· Services – with some exceptions – delivered good value for money.

· Identifying and maximising available opportunities was a key strength.

· A strong regional, national and international profile has been built on leisure.

· The development of the Northern Kites project.

· The Council’s track record in delivering a wide range of events was a key strength and has helped to establish Gateshead’s reputation.
· There are some good examples of working in partnership: for example, in the management arrangements for allotments, where we work with the Allotment Association to deliver the service.
· Membership of the Tourist Information Centres network helped the Council to successfully promote its major attractions around the country.
What do existing services need to improve?

However, there are clear areas where we still need to build on these successes to improve leisure for all the communities in Gateshead.  The vision report identified a number of “gaps” in current services – areas where provision does not achieve the standards set out in the principles and falls short of delivering the vision.  

These gaps have now been looked at in detail by the review team:

· A mapping exercise explored what leisure services were available to different communities and where they were provided.  It looked at availability not just in Gateshead but in terms of the areas local people have told us they travel to (Viewpoint 2002) – such as Prudhoe, Consett and Newcastle.  Alongside this, the review team considered transport issues and began to consider the capacity for leisure in the community sector.  

· An examination of our finances looked at how we spend our money compared to other authorities for each of the services we provide.

· Working groups on marketing and pricing looked at how leisure is marketed, the basis on which we charge for particular services and how well we consult.

· Discussion with partners.  As part of the review, we have discussed leisure with our external reference group, who has also been asked to comment on this report.  We have consulted with schools about their capacity to support leisure.

· A number of employee focus groups were arranged to compliment feedback from service management team meetings.

· Visits to a number of other councils took place to help us learn from the way they delivered services and addressed similar problems.  In particular, we looked at organisations that had implemented innovative proposals.

The gaps identified in the vision report are summarised below along with a summary of what further investigations have told us.

Gap 1: Location of services

· There was a perception that some areas of the borough receive a lower level and quality of services than others.

· Local people prefer more opportunities closer to where they live.

· Outreach work was a key priority locally but the level of provision was low.

· We do not always make full use of the facilities available to us.

The review has found
· Although people in some parts of the borough have further to go for some, specific services than do residents in other areas, there is no evidence that there is a shortage of facilities in any area.  For example, there is a swimming pool in every neighbourhood management area and swimming pools are available to local people at a reasonable cost and travelling time just outside of Gateshead’s boundary.

· Much of the perception that some areas of the borough receive fewer services arise because people would ideally like to have all services close to where they live.  The review is clear that it is not always possible to meet every expectation.

· Outreach work for sport is at a significantly lower level in Gateshead than in other areas we looked at.  This needs to be changed.

· We need to think more creatively about how we use assets in local communities, such as parks, schools and community halls.

These issues are dealt with in detail in Options 1 and 2.

Gap 2: the quality of facilities

The quality of our facilities, while better than many comparators, is below the standard that people expect:

· Major buildings are, in some cases, ageing and need substantial refurbishment.

· Some facilities need to improve to achieve Disability Discrimination Act requirements and to be fully accessible to all parts of the community.

· Maintenance is not always sufficiently responsive and appears expensive.

The review has found

This is a significant issue for all local authorities, not just Gateshead.  However, improving facilities remains a key issue for the review.  The Council needs to be aware of rising expectations and provide facilities that people want to use, which are physically accessible and well maintained.  The majority of problems are due to ageing buildings which have not been refurbished to keep pace with rising expectations.

This issue is dealt with by Option 1.

Gap 3: Support for the voluntary and community sectors

· Support should be more effectively focused on those organisations that share the objectives detailed in the Cultural Strategy.

· More consideration should be given to non-financial support – such as professional advice.  A holistic package of support to community and voluntary groups would build their capacity and help to make them self-sustaining.

· There should be consistent approach to supporting clubs to be independent.

The review has found

There are significant numbers of organisations, which benefit leisure at a local level.  However, at present services provide only limited support – for example, through the grants and awards fund – and this needs to be effectively targeted and more responsive.  The Council should support those organisations that (1) share its objectives, (2) are widely accessible to local communities and (3) provide new opportunities.  Effective support should enable organisations to deliver services themselves.

Option 3 deals with these issues.

Gap 4: Promoting access to services

· Consultation should be improved to focus on potential users as well as current ones, follow up on people who stop using services, be proactive and planned and have a clear mechanism for translating the findings of consultation into action.

· Marketing should be better co-ordinated, everyday services should be promoted as effectively as one-off events and there was a need for greater emphasis on reaching people who did not use services.

· Pricing needed to strike an appropriate balance between encouraging people to use services, achieving policy aims and maximising income.

The review has found
Our approach to all of the above needs to take a more proactive and market-led approach and link to corporate objectives and resources.

Option 4 deals with these issues.

Gap 5: Meeting current and future demand

· Local people should be able to make bookings or other arrangements for one facility from another.

· The Council’s website should offer on-line access to bookings, ticket purchases or other services.

· Some services needed to manage conflicting demands for educational, public and club use in the long term.

· There was no consistent approach to environmental sustainability.

The review has found
There are clear opportunities to modernise services using ICT solutions so that they are more accessible and targeted.

Option 5 deals with these issues.

Gap 6: Our capacity to deliver quality services

The vision report identified that employees had a desire to provide excellent standards but that there were barriers to achieving them:

· A sense that they need greater empowerment

· A perception that the low quality of facilities and equipment reduces the level of service they can offer

· A feeling that they were not sufficiently involved in decision-making and that in-service communication could be improved.

The current cost of providing leisure appears high in comparison with other local authorities, while some services are dependent on time-limited external funding.

The review has found
· Empowering employees has been a consistent message throughout the review.  This links to corporate objectives in the CPA Improvement plan and will be dealt with in this context.

· Services appear at first glance expensive when compared to other authorities.  However, this represents: 

· The significant range of services the Council supports which are not necessarily available elsewhere, such as Gateshead International Stadium, a range of events (including flower shows and the Junior Great North Run) and the provision of public art across Gateshead.

· Support for higher quality services in key areas.  For example, a significant part of the budget is for grounds maintenance, which the Street Scene review has found to be of a higher quality of service than in other areas.

· Difficulties in benchmarking due to variations in the way authorities interpret requirements and the lack of national performance indicators.

These issues are dealt with in Option 5 but the whole review will make efficiency savings.

How will we improve the services?

Service options have been developed to address these gaps and to drive crosscutting improvements across all service areas.  


A number of clear principles have emerged from the review and have guided the development of these options:

1. Local people should have access to the widest possible range of leisure.  However, we need to recognise that improvements may not fulfil everyone’s expectations.  The Council needs to balance a range of competing needs for services.
2. The Council will work with others to enable leisure to take place and will only directly provide in areas where other provision is not meeting needs.

3. In considering the provision of leisure we need to take account of what is available outside Gateshead, in neighbouring areas.

4. What we provide should offer good value for money and be relevant to modern needs – maintaining existing services which are resource-intensive and low quality is not sufficient.

Throughout the review it has been clear that there are two very distinct, but complementary, aspects that will facilitate future improvement:

· The first relates to physical issues such as the location and quality of facilities.  (Option 1 below proposes improvements in this aspect.)

· The second relates to options around people issues such as capacity building and working in different more modern ways. (Options 2 – 5 below propose improvements in this aspect)

Whilst it may appear that the second aspect translates into  “softer” service improvement options it is quite clear from the evidence of this review that getting things right in these areas will have a positive impact on local people including improving health, social inclusion, wellbeing, quality of life and also improving value for money
Taken together all of the options, will create a modern, customer-focused, quality range of leisure opportunities which are attractive to all.

Option 1. Better leisure facilities

This has emerged as a key priority for local people, partners, employees and Councillors.  Some existing facilities are inadequate or will become inadequate in the next few years.  The review proposes improvements to the full range of leisure facilities and prioritises these on the basis of:

1. The structural integrity of leisure facilities

2. The improvement of access to leisure facilities

3. Improving the quality of the facility to meet increasing expectations

4. The availability of grant or other funding for a particular development

Option 2. Improved access to leisure

In acknowledging that we cannot offer services everywhere, we need to make everything we offer as accessible as possible.  This means providing in areas that are on accessible transport routes and working with providers to strengthen transport links.  It means using community assets more effectively and increasing the level of work in communities.  We need to ensure that the services we offer encourage all sections of the community to take part.

Option 3. Improve the way we work with a wide range of partners

A key part of the Council’s role is to help organisations to start up, grow and provide leisure opportunities for local people.  Enabling these organisations should become a larger part of what the Council does and should link to neighbourhood management.

Option 4. Better consultation and marketing

Linking to the corporate agenda, the review will lead to improvements in the way services consult about and market what they do.  The conclusions of the review regarding pricing will be fed into the ongoing corporate review.

Option 5. Develop and build the capacity of services 

To support changes to the service, which will become more enabling and community-focused, it is proposed to put in place measures to empower employees, improve the strategic context in which services operate and improve some management arrangements.

How will we know services have improved?

Performance management for leisure

The review has been clear that strengthening performance management for leisure is a key issue.  In common with most other authorities looked at during the review, the Council maintains only a limited number of indicators, which do not provide sufficient information to decide whether outcomes are being achieved.

Managing performance effectively is a national issue currently being looked at by the Audit Commission and the Department for Culture, Media and Sport (DCMS).  The Council will need to respond to national agendas as they emerge but it is important that the achievement of the outcomes set out in this report are measured effectively from the outset.

The performance management framework developed will be aligned to the Government’s Corporate Performance Assessment, the Council’s medium term objective of Service Excellence and include proposals from other relevant documents such as ‘Developing a Performance Profile for Local Authority Cultural Services’, a paper produced for DCMS, which sets out proposals for developing a performance profile.  This profile measures the level, range and quality of service to ensure that like services can be compared.  This would allow authorities effectively to compare their performance and measure their progress across six areas of performance:

· Satisfaction

· Participation levels and use

· Access and provision

· Maintenance and protection

· Contribution to social, economic and environmental objectives

· Value for money

The above areas of performance are in line with the aims of this review and it is proposed that services adopt this framework as management information.  This will facilitate benchmarking and effective decision making.  The performance profile includes contextual information to make benchmarking meaningful.  

This performance profile may need to be revised in the longer term, once there is clarity from the DCMS about their preferred suite of performance indicators.  It will also need to reflect targets set in Area Plans.

Measuring progress of the review

It is proposed to build on this framework to measure the impact of actions emerging from the review.  Appendix 4 draws together those indicators from the performance profile which best measure achievement of the vision for leisure, as well as local indicators which will measure our impact on issues which are specific to Gateshead.  This appendix gives details of our existing performance where this is available.

How should changes be implemented?

A full Implementation Plan for the service is attached at Appendix 2.  It sets out proposals for change in detail and indicates the timescales to which they will be made and the officers responsible for making them.  The key actions for each option are shown in the table below.

	Ref.
	Action
	Year

	
	
	1.
	2.
	3.
	4.
	5.

	Option 1

	1
	Develop leisure facility development strategy to give the Council a strategy to take facilities forward in the next five years and beyond. Particularly taking into account the following:
· Continue to develop the Gateshead International Stadium 

· Improve spectator and audience facilities to improve experience of spectators, particularly at Gateshead International Stadium.

· Secure modern and appropriate facilities in the Blaydon area 

· Upgrade Dunston Swimming Pool to ensure it is fully accessible and appropriate to local needs. 

· Replace Felling Swimming pool to ensure it is fully accessible and appropriate to local needs.. 

· Upgrade Gateshead Leisure Centre to provide a better range and quality of facilities. 

· Upgrade of Birtley Swimming Pool to address issues with the existing building 

· Ensure major arts venues are attractive to artists and audiences. 

· Implement improvements to fixed play to secure stimulating fixed play close to all communities.

· Improve allotments so that they are secure and sustainable

· Improve playing pitches to support the development of sports at all levels.

· Improve Gateshead Visitor Centre to provide an effective tourism and heritage service on Gateshead Quays

· Develop a fully resourced on-going maintenance plan for all leisure buildings to ensure quality of service.
· Create a provision to enable periodic refurbishment of leisure buildings to ensure customer expectations are met.
	
	
	
	
	

	Option 2

	2.1
	Encourage the use of public transport to help people get to services.
	
	
	
	
	

	2.2
	Increase the level of outreach work to target specific hard-to-reach groups and provide services closer to where people live.
	
	
	
	
	

	2.3
	Make better use of other public assets to take leisure into local communities.
	
	
	
	
	

	2.4
	Improve access to facilities and services.
	
	
	
	
	

	2.5
	Address identified barriers to services and encourage all parts of the community to take part.
	
	
	
	
	

	Option 3

	3.1
	Improved support for community and voluntary groups to enable and help more people to participate in leisure.
	
	
	
	
	

	3.2
	Improve the grants and awards scheme to target financial support at groups that help us achieve our criteria in a timely manner.
	
	
	
	
	

	3.3
	Support other providers of leisure to improve the availability and quality of leisure in Gateshead.
	
	
	
	
	

	3.4
	Improve support for events to encourage more community-based events.
	
	
	
	
	

	Option 4

	4.1
	Improve the pricing structure to maximise income while encouraging participation.
	
	
	
	
	

	4.2
	Implement a consistent, corporate approach to marketing that will maximise income and encourage participation.
	
	
	
	
	

	4.3
	Linking to the Consultation Strategy, ensure that local people have an ongoing involvement in the development of services.
	
	
	
	
	

	Option 5

	5.1
	An effective employee communication system which allows two-way sharing of ideas.
	
	
	
	
	

	5.2
	Employees supported and motivated to deliver a high standard of service to customers.
	
	
	
	
	

	5.3
	Update and develop strategies and policies to fill existing gaps.
	
	
	
	
	

	5.4
	Opportunities identified to maximise income.
	
	
	
	
	

	5.5
	Leisure provides better support for healthy lifestyles.
	
	
	
	
	

	5.6
	Improved ICT systems provide better access to services.
	
	
	
	
	

	5.7
	Adopt appropriate performance profile for cultural services to monitor the impacts and effectiveness of leisure.
	
	
	
	
	


All five options are significant strategic changes to the type of services the Council delivers and the way it does so.  However, many of the improvements need to be implemented as soon as possible to maximise their impact for local people.  The deadlines therefore balance the need to introduce essential changes with the need to enact fundamental changes in a reasonable way.

Option 1 requires work beyond the lifetime of the implementation plan.  This is because:

· It is important that the Council can sustain improvements to services in the longer term.

· Improvements have been prioritised in a way that is practical and that meets the needs of local people but in isolation, at this point, to the Council’s overall corporate approach to priority setting.  The improvements need to be integrated with the Council’s approach to capital programming, external funding, medium and long term financial planning, partnerships and procurement.

What are the implications of these changes?

Financial and other implications relating to particular improvements are set out in each of the options in Appendix 1 (Option Descriptions) and in more detail in Appendix 3 (Financial Implications).

Many of the proposed actions will be delivered within existing resources as a result of efficiency savings identified as part of this review, see details below.  The recommendations in Option 1, relating to the facilities used to deliver leisure, that have significant capital or revenue implications related to them will need to be fully investigated as part of a leisure facility development strategy.  As many of these involve complex schemes or projects, it is not appropriate or possible at this stage to give details of financial implications.  Further reports will be brought to Members as potential schemes are developed.
A number of efficiency gains have been identified as part of this review:
Improved access to leisure and the possibility of working with partners will result in efficiencies in the prioritisation of management time.  These efficiencies equate to half a day per week of management time and will result in non-cashable efficiencies in the region of £65,000.

Efficiencies will also be achieved by working with partners who have common objectives; this way of working will result in an increased number of sports and physical opportunities being available.  Efficiency gains as a result of working with partners are estimated to be £4,000.

This best value review has also identified that on-line bookings for leisure activities that remove the requirement for employee assistance will deliver non-cashable efficiencies of approximately £17,000.  

Effective management of energy consumption will allow £70,000 of the utilities budget to be used to increase the level of community development work.  This is a cashable efficiency gain and will be redirected within the service. 

Total efficiency gains estimated as part of this review are therefore £156,000.   

Recommendations

Members are asked to agree, in principle, to the service options outlined above and in Appendix 1 and to the actions outlined in Appendix 2 which will deliver the necessary changes.  Specifically, Members are asked to:

· Agree to the implementation of those service improvements that can be achieved within existing budgets.

· Agree to the development of a leisure facility development strategy

· Approve the Pricing Principles at Annex A as the basis for future decisions about pricing for leisure during the annual budget cycle.

Appendix 1

Option Descriptions
Option 1: Provide better leisure facilities
Throughout the review it has been seen that the Council has two possible roles.  We could:

· Enable access to leisure.  This could mean using the Council’s powers and influence to stimulate developments in the borough to meet the needs of local people – this is something the Council has already done in some areas, such as on Gateshead Quays.  Equally, it could mean supporting local people to access opportunities that it is not practical to deliver directly.

· Provide services directly.  Where enabling will not deliver the services we wish to secure at the level of quality and accessibility we want, then it may be appropriate to provide them directly.  However, the Council should not become ‘the provider of last resort’, running low quality services for people who cannot afford the alternatives.

It is important to recognise that the Council cannot and should not directly provide all the leisure opportunities people want.  Some leisure interests are already very accessible to local people because they are well served by the private or other sectors of the economy and the Council should not intervene in these areas.

Many of the options within this report deal with the future role of the Council in achieving its leisure vision for local people and aim to have a positive impact on peoples’ lives by increasing participation and thereby contribute to both the health and social inclusion agenda.  

Whilst the scope of this review has always been broad, in that it is not just about leisure facilities that are directly owned by the Council, there are issues and gaps that have been carefully investigated throughout this review relating to existing Council owned and run facilities.
The Gaps

The Council currently provides a range of services that compares favourably with other providers.  Consultation work has identified only minor gaps, such as some demand for a “leisure pool” type of facility, and comparison work has confirmed that there are no substantial gaps in provision.  However, common perception of the services – and particularly of sports facilities – is that there is less provision in some areas.

The mapping exercise carried out by the review concluded that:

· All areas of the borough have access to a swimming pool and a sports hall within a 15 to 20 minute drive time respectively, if not within Gateshead then in nearby and accessible areas.

· There is a swimming pool in each of the neighbourhood management areas.

· There is an indoor, shallow, warm water pool within 20 minutes drive of every primary school – this meets the guidance of the Amateur Swimming Association.

Sport England’s sports facility calculator uses data from the national halls and pools survey, the benchmarking service, the general household survey and population profiles to estimate need in particular areas.  It is estimated that Gateshead requires:

· an additional four swimming pools to meet expected demand.  Although there are periods during weekday evenings when additional pool space would be desirable, there is generally little demand for additional space at other times.  Providing additional pool space would not be an effective use of resources and the challenge for service is to balance competing demands effectively, particularly at peak times.

· 13.5 sports halls.  There are sixteen halls within the borough at the present time, including those within school premises.

Sport England’s Active Places website has recently been developed which provides an accessible tool to review facility provision.  The playing pitch assessment has identified the need for additional junior soccer and artificial turf pitches. It also indicated the need to improve drainage on some pitches and to increase the provisions of changing rooms.
Although the range and type of facilities we provide is broadly in line with national guidance the quality of our facilities does not always achieve the standards users expect.  Local people, the External Reference Group, employees and councillors have all identified improving facilities as a key priority. This includes both sporting areas and ancillary provision such as catering and changing rooms.  The services we operate need to meet rising aspirations and accommodate diverse needs in the long-term as well as at the current time.  Particular issues are:

· The need for improved performance, spectator and participant welfare services, particularly for children and young people, is required at Gateshead International Stadium, countryside areas and other venues.

· Blaydon Swimming Pool is inadequate for modern use, lacks key facilities and requires a significant amount of structural work to secure viability beyond five years.  The pool would also require investment to make it accessible to the widest range of people.  

· Dunston Pool requires investment to make it accessible to the widest range of people.  There is also the need to replace the structural section of the building within 10 years.  

· Felling Pool also requires significant investment to make it accessible to the widest range of people.  There is also the need for a substantial amount of work to be undertaken within five years to prevent severe deterioration of the building. 

· The main fabric of Gateshead Leisure Centre is satisfactory however the internal spaces require remodelling to meet customer expectations.

· Birtley Pool requires some refurbishment to meet modern needs and expectations.

· Caedmon Hall requires modernisation to the space and the ancillary accommodation so that it continues to be an attractive venue for artists and audiences. 

· The theatre facilities at Dryden Professional Development Centre are in need of upgrading.  This facility is used by local associations and is the only formal theatre space in the borough.

· There appears to be insufficient provision of fixed play provision of sufficient quality.

· Feedback from allotment owners has indicated that security fencing, improved access to the allotments and the provision of water are the major areas for improvement.  

· Parks and open spaces could be more effectively used for organised and informal events and activities.  The need for exercising areas for dogs has also been identified.

· The analysis of playing pitches has highlighted the need for improved pitch drainage and the provision of changing accommodation. 

· Gateshead Visitor Centre is the subject of a Heritage Lottery Application to make improvements to the building.

· The resources for repairs, maintenance and renewals need to be better managed.  This has contributed to the deterioration of leisure buildings and to the comments made by employees that equipment is not available or fit for purpose.

The demand for a “leisure pool” needs to be investigated further and considered as part of the leisure facility development strategy and in developing project briefs for the reprovision of Blaydon and Felling pools.

Option Description

Local people expect more from leisure facilities than basic levels of provision, including adequate provision of catering and social areas.  It appears insufficient to maintain our existing facilities and the Council needs to take opportunities to modernise services through a combination of refurbishment, reprovision and new build.

However, the development of leisure facilities needs to be linked to other corporate issues.  Developments will take into account the conclusion of the Service Point Review being carried out on libraries, the principle of full service schools, changes in social care and other community facilities.

To achieve these improvements the following options should be considered.  However, a leisure facility development strategy would be useful to inform the long-term development of all the Council’s leisure facilities, including the specific proposals below.

There is a need for a criteria to prioritise the actions required to maintain the buildings as detailed below.  The priorities should be:

Priority 1. Addressing urgent issues of structural integrity to ensure facilities are fit for purpose

Priority 2. The improvement of access to leisure services, in terms of physical access and DDA requirements, and making services accessible to all parts of Gateshead.

Priority 3. Addressing issues of structural integrity which do not threaten viability of whole facility

Priority 4. Ensuring the overall quality of the facility to meet the increasing expectations of customers.

Priority 5. The development of facilities which have access to external funding or where funding can be identified

From this list, the following improvements have been prioritised.  More detail on each is given below.  Where improvements are equal priorities, they have been ranked according to the highest priority area they hit.  If they hit equal priorities, assessments of the condition of the asset have been used to identify which should be higher on the list.

Although the table below identifies priorities, all of the improvements are important and all need to be considered.  If it were not possible to address these priorities, then the Council would, in the future, inevitably need to consider closure of facilities if they were not accessible to an appropriate standard and failed to achieve the expectations of local people.  

	Action
	Priority 1
	Priority 2
	Priority 3
	Priority 4
	Priority 5
	Total

	Develop leisure facility development strategy to give the Council a strategy to take facilities forward in the next five years and beyond.
	
	
	
	
	
	

	Implement improvements to fixed play to secure stimulating fixed play close to all communities.
	
	
	
	
	
	

	Secure modern and appropriate facilities in the Blaydon area.
	
	
	
	
	
	

	To improve and extend performance and spectator facilities at Gateshead International Stadium
	
	
	
	
	
	

	Replace Felling Swimming pool with a modern, accessible facility in an appropriate location.
	
	
	
	
	
	

	Upgrade Dunston Swimming Pool to ensure it is fully accessible and appropriate to local needs.
	
	
	
	
	
	

	Upgrade Gateshead Leisure Centre to provide a better range and quality of facilities.
	
	
	
	
	
	

	Improve Gateshead Visitor Centre to provide an effective tourism and heritage service on Gateshead Quays.
	
	
	
	
	
	

	Improve playing pitches to support the development of sports at all levels.
	
	
	
	
	
	

	Improve allotments so that they are secure and sustainable.
	
	
	
	
	
	

	Develop a costed on-going maintenance plan for all leisure buildings to ensure quality.
	
	
	
	
	
	

	Upgrade of Birtley Swimming Pool to address issues with the existing building.
	
	
	
	
	
	

	Ensure major arts venues are attractive to artists and audiences.
	
	
	
	
	
	

	Improve spectator and audience facilities to improve experience of spectators.
	
	
	
	
	
	

	Create a budget provision to enable periodic refurbishment of leisure buildings to ensure quality.
	
	
	
	
	
	


For areas where minor upgrades are needed, the Council will need to take advantage of any money arising through existing budgets in the short term.  However, where major work – such as replacement – is needed in the longer term, it may be that a facility receives only urgent work in the interim period.

(a) Gateshead International Stadium

Gateshead International Stadium has attracted funding of in excess of £10m from a range of organisations to create new facilities which will complete those already available.  The new building will incorporate educational facilities for Gateshead College, an athletics centre and sports science facilities for use by the English Institute of Sport.  Two artificial turf pitches, grass pitches and an athletics throws area, all of which will be floodlit, will also be available.  These facilities along with a refurbished and extended fitness suite in the existing stadium building will be available for the local community, sporting clubs and elite athletes.  The Gateshead International Stadium site will bring a multi sports hub to fruition with the additional benefit of educational facilities.

Funding is currently being sought to commission a feasibility study to further development the arena within Gateshead International Stadium.

Gateshead International Stadium will be a pivotal facility in the North East which will contribute to the London 2012 Olympic Games as well as providing a platform for young people to develop their sporting potential and improving the lives of local people.

(b)
Secure modern and appropriate facilities in the Blaydon area

The existing Blaydon Swimming Pool should be re-provided on the former Blaydon School site.  A new swimming pool on this site would complement the existing outdoor facilities and would provide changing facilities for the outdoor areas and club room facilities.  There appears to be no need to replace the sports hall on this site due to the assessment made through Sport England’s facility demand calculator, the development of St Thomas More School and the new development at Ryton Comprehensive School. However, there is an indication that local clubs are having difficulty finding winter training venues and it is suggested to provide floodlights to facilitate year round outdoor activity. 

c)
Dunston Swimming Pool

This swimming pool requires significant structural changes to achieve the requirements of the Disability Discrimination Act (DDA). The DDA implications are included within the Council’s accessibility strategy.  Funds have been made available as part of the Council’s capital programme to meet the Council’s overall access requirements in a planned way.   Further structural work will be required within the next 10 years, which should be undertaken with a re-modelling of the internal areas, as the pool is located in a good position.

(d)
Felling Swimming Pool

This swimming pool also requires significant structural changes to achieve the requirements of the DDA.  Completing this work would cost over £450,000 and would not significantly improve the services offered within the facility itself.   Again, DDA implications are in the Council’s accessibility strategy and will need to be dealt with as part of the overall Council’s approach.

However, investing in this pool would not be a long-term solution to leisure provision in the area and the pool should be re-provided within 10 to 15 years.  It is to be remembered that Felling swimming pool offers a 1,000 spectator capacity and is the Council’s main event pool.

A site for a district sport centre has been identified within the UDP which could be the location of a new swimming pool. An alternative location could be one connected to a rebuilt Heworth Grange Comprehensive School under Building Schools for the Future.  No funding would be available through BSF for the facilities. 

(e) 
Gateshead Leisure Centre

Gateshead Leisure Centre is structurally sound, with the exception of some structural work to the swimming pool tank. The internal facilities require remodelling and refurbishment to meet present day needs.  This is a key facility which serves the central, south and east neighbourhood management areas.  It requires significant improvements to attract new customers and retain current users.  These include upgrading the dry changing areas, the café and social areas, the entrance and reception of the building and health and fitness facilities.  

(f)
Birtley Pool

This pool requires improvements to the changing rooms and reception area.  Birtley Pool has a high demand for swimming lessons and the installation of a floating floor to the diving area would help to meet this demand.

(g)
Caedmon Hall and Dryden Professional Development Centre

The Caedmon Hall is the central arts venue and requires work undertaking on the changing areas, toilets as well as the performance space.  There is also a need to refurbish the facilities at Dryden Professional Development Centre as this is currently the only theatre space in the borough which is used extensively by community groups. However, there is a need to explore opportunities for an arts space in Gateshead town centre.

The space for sport and arts programme has developed a number of smaller arts spaces.  The leisure facility development plan would consider all art spaces.

(h)
Fixed play areas

A hub-and-spoke model is seen as the most appropriate – with major facility available in each of the five neighbourhood management areas, supported by more, good quality fixed play in other locations.  There is a need to:

· increase the level of play provision within parks to better meet demand; and,

· install fixed play equipment that is more stimulating and challenging for children.

For fixed play the review has identified the following:

· A priority list of existing sites that need to be improved.

· A number of locations where play facilities have previously been removed because of vandalism or unsafe equipment where new play equipment should be provided in the future.

· A number of park sites where the range and quality of fixed play will be improved.   

A separate report to Cabinet detailing these findings was agreed on 20 June 2005.

(i)
Allotments

The open spaces strategy would consider allotments, with the focus on improving the security of allotments through fencing, pedestrian access, site car parking and water supplies.

(j)
Parks and open spaces

Provide a particular management focus on the use of parks and open spaces.  These facilities should be considered with the other leisure assets in developing use to meet the objectives of the Best Value Review/Service.  This will be undertaken within the open spaces strategy.

Incorporate dog exercising areas into parks and open spaces at appropriate locations.

(k)
Playing pitches

The following improvements have been identified from the playing pitch analysis undertaken in March 2003 and will be incorporated into the open spaces strategy.

Football
· Increase the number of junior and mini soccer pitches by converting some existing adult pitches.  This will be undertaken as part of the football development planning process.

· Investigate developing 2 mini soccer centres (a number of mini soccer pitches at one site for seven a side football for under 11’s).  This will also be undertaken as part of the football development planning process.

· Explore ways of developing changing facilities on the 12 sites that currently don’t have any

· Investigate ways of upgrading ancillary facilities at Marley Hill, Dunston Park and Wardley Park, such as fencing and car parking

· Improve drainage at Kibblesworth Park, Rectory Field Whickham, Beggarswood Park, Peggys Bank Wrekenton and Coach Road Lobley Hill

Cricket
· Investigate ways of upgrading the changing facilities at Chopwell Park

· Explore ways of upgrading the cricket square at Kibblesworth Park

Hockey

· Explore ways of developing two new artificial pitches for hockey and training in other sports.  This could be accommodated by floodlighting the pitch at the former Blaydon Comprehensive School site (for hockey) and providing an additional pitch as part of the Gateshead International Stadium development (for other sports).

(l)
Gateshead Visitor Centre

The Council has received funding to assess the feasibility of developing this facility as a heritage centre adjoining the major cultural facilities on the quayside.

(m)
Ancillary Services
The needs of spectators and participants during events need to be considered especially for children and young people.  This could be undertaken by further development work of Gateshead International Stadium.  There is also a need to explore facilities for visitors within our countryside areas especially with the introduction of the Red Kites.

(n)
Repairs, maintenance and renewals.  

A comprehensive planned maintenance programme should be developed for each leisure building.  This plan should be fully costed and centrally co-ordinated.  

A provision should be established to allow for minor refurbishment of leisure buildings to ensure that they continually meet customer expectations.

A flexible approach to the provision of the repairs and maintenance function should be developed to ensure that any resources are used effectively.

How will the option improve services?

This option would provide Gateshead with a a long-term investment plan to reprovide and modernise the other leisure facilities.  

Overall, the provision of better leisure facilities would address the major concern of almost all those consulted with during the review and help to increase the level of participation in leisure.

Financial Implications

Capital

To implement all the improvements proposed in this option would have significant financial implications for the Council.  In particular, improvements to facilities would incur significant capital cost.

Funding has not been identified for these improvements and they would need to be considered alongside other priorities of the Council as part of its normal planning arrangements.

A separate leisure facility development strategy will be developed and presented to Cabinet in July 2006.  This will give the Council a strategy to take facilities forward in the next five years and beyond.  Any bids for capital funding which may result from this strategy will be considered as part of setting the Council’s capital programme.
These issues will also feature as an important aspect of the ‘Procurement Report’ that will be prepared for this review and presented to Cabinet towards the end of the year.

Other potential funds or avenues of capital funding have been investigated for example:

· £1.1 million has been secured from the Council’s Development Fund to refurbish and improve fixed play.  This was the subject of a separate report to Cabinet (20 June 2005) which links to the conclusions of this review.

· Gateshead Visitors Centre is currently the subject of a bid to the Heritage Lottery Fund to provide funds for necessary improvements.

The cost of improvements to Caedmon Hall are estimated at £250,000.  Improvements to Dryden and the development of an arts facility in the town centre would both be subject to the development of detailed project briefs at a later date.

Identified playing pitch improvements will be progressed on a case-by-case basis.  Drainage improvements would cost between £35,000 and £45,000 per pitch for six pitches.  The cost of changing facilities is estimated at around £310,000 per facility.  Again, detailed proposals will be developed as part of the Implementation Plan.


Revenue

Replacing older facilities may produce revenue savings through more efficient design and increased income.  The remodelling of the other facilities would create opportunities to generate greater levels of income. However, such savings are difficult to quantify at this stage and would need to be dealt with as part of the normal budgetary process.  

In addition, budgets would need to be reviewed to build in costs for ongoing maintenance of upgraded facilities, provision for planned refurbishment and to fund repayments of any capital loan funding.  This would be subject to the Council’s corporate budget process and part of the Leisure Facility Development Strategy.

Other Implications

The key implications of this option are:

· A long term leisure facility strategy is needed to look beyond the five year cycle of a best value implementation plan.

· Employees may need to work in different facilities while future improvements take place.

· Management competence and resources, particular within health and fitness and marketing, needs to be enhanced to realise the potential of the market.

· Increased use of parks and open spaces may require additional investment in the supporting infrastructure of toilets, car parking and possibly changing accommodation.  These would need to be considered as part of the Open Space Strategy.

Recommendation

Members are recommended to:

· Agree to the development of a leisure facility development strategy covering all aspects of leisure facilities.

· 
· Agree to the scope of an open spaces strategy covering:

· Supporting the infrastructure of parks and open spaces through toilets, car parking and possibly changing accommodation

· Incorporate dog exercising areas into parks and open spaces at appropriate locations.

· Improving the security of allotments through fencing, pedestrian access, site car parking and water supplies.

· Provide a particular management focus on the use of parks and open spaces. 

· Investigate improvements to playing pitches.

Option 2: Improved access to leisure
The Gaps

This option deals with access to leisure in terms of location and the types of services we provide.  Making our facilities physically accessible is covered in Option 1, while issues of pricing are dealt with in Option 4.

A mapping exercise undertaken as part of the review has shown that the Council:

· Currently provides a range of services that complements the services of other providers. 

· Helps ensure a good geographic spread of leisure opportunities.  

Nevertheless, there are a number of access issues which need to be addressed.

First, there are things that services can do to be more accessible to communities such as working with others to improve transport connections, improving opening hours, getting activity programmes right and improving first points of contact.  While some services are well served by directional, informational and promotional signage, others require improvement.  We should also extend the network of sites where people – and particularly visitors – can get information about what to do in Gateshead.

Secondly, leisure and other assets in local communities could be used more often and more effectively.  These include, for example, school facilities and community facilities.  However, there are also ways to use local parks and the countryside to increase the access people have to leisure.

Thirdly, while Option 1 will make our services more physically accessible, this will achieve little if the services we offer are not attractive to people who may feel excluded from them at present.  We need to provide services that encourage all sections of the community to participate.

Finally, there is a clear need to extend our community based work.  This work has the potential to support the Council in promoting healthy lifestyles, increasing community safety and improving neighbourhoods.  However, at present, sports outreach takes place in only two areas of Gateshead. 

Option Description

Transport

There are things that services can do to improve the accessibility of services by public transport.  It is proposed to:

· Work with public transport providers to improve the accessibility of services in the longer term.

· Encourage the use of public transport.  Some parts of the service already offer cycle storage and provide bus timetables and it is proposed to build on these and similar services.

· Consider using transport options which have been successful for one-off occasions to support day-to-day services.  This could include park and ride or short term bus services.  This may require partnership arrangements to be developed.

More community development work

Where areas of the borough or particular groups of people are under represented in participation in leisure then community based work can be developed.  This will be undertaken in consultation with communities, local groups and often in partnership with other agencies – for example, the Peer Activity Motivators scheme is working with Age Concern Gateshead to help older people become more active. There are many models of community development including collaboration, participation, partnership and action.

There should be capacity building of community and voluntary groups to make activity more sustainable which contributes to the Vision for Leisure.  There should be an emphasis on giving people the confidence to take part and removing other barriers to participation.  

Partnership working will enhance the recognition of leisure’s contribution to wider policy aims.  It may release funding from sources not directly associated with leisure.  An example of this is the Positive Futures scheme which is funded by the Home Office to reduce the chance that young people at risk of offending will offend.

Pathways that enable seamless progression from starting to succeeding in sport need to be further developed.  This will involve working with partners including Sport England.  The crucial link between school sport and clubs need to be enhanced as part of the PE and School Sport Club Links programme.
Improving the availability of services in communities

To support increased outreach and community work, we need to:

· Make full use of any lease conditions that which allow community access.

· Develop the four Space for Sport and Art school facilities for community use outside of school hours, to maximise participation in the performing arts and increase their financial viability

· Audit the availability of school facilities and ensure that they can support their communities.

· Create links with Gateshead Children’s Trust by developing links with partnership organisations that are part of the trust (Connexions, PCT etc) to help ensure that co-ordinated children’s services are delivered to all sections of the community 

· Create and develop links with other services and agencies to help ensure that equality and diversity is addressed enabling leisure opportunities.

Breaking down barriers to provision

We need to address other issues which people have told us discourage them from taking part.  For example, we should:

· Work with Early Years services to make more crèche provision available.

· Develop activities which involve the whole family

· Improve the service for people with disabilities

· Review the programme of activities within leisure buildings

· Change opening hours to ensure greater and wider use of leisure services

· Improve relationships with other providers, particularly The Sage Gateshead and the Shipley Gallery

· Continue to provide extra support holiday schemes

· Develop swimming lessons, in partnership with other agencies, that attract groups that do not currently participate.

· Develop team sport opportunities for individual adults

· Develop inclusive programmes for developing athletes, following the Long Term Athlete Development principles with accredited clubs.

· Provide dishes of the world to promote an appreciation of different cultures

Better information about services

Finally, we need to improve the availability of information about services:

· Increase the range of locations and events where tourist information can be promoted 

· Gateshead Visitor Centre requires additional road signage integral with the promotional signage used to advertise these facilities

· Produce dedicated information in a range of formats on what is available, opening times, booking arrangements, price guide and contact details.

· Create a `one stop shop’ for all event management enquiries from Council colleagues and members of the public.

· Develop internet access to allow the booking and payment of a range of leisure services.

· For catering, simplify the terms and conditions of hire and improve the booking process for functions and children’s parties based upon the one-stop-shop concept.

How will the option improve the services?

The overall aim of the actions in this report is to increase participation in leisure.  This option supports this by ensuring that services are as widely accessible as possible.

The option will result in an improved and more flexible service.  It will provide all users with the relevant information necessary to be able to use all facilities to their full potential and ensure that services are available at the right time and are attractive to all.  Appropriate signage will advertise the service and its existence, increasing awareness as well as facilitating access.

Improved access to tourist information services will not only raise awareness of the area and what it has to offer for visitors and local people, it will also raise the profile of the area by increasing the level of promotional activity.

Implications

Most of these actions can be carried out within existing resources, however some may require additional resources and these will be explored and subject to separate reports.  Actions requiring detailed assessment of funding implications are:

· Realigning budgets to provide greater support for community based work.  This work is totally externally funded at the present time.
· Transport improvements may have resource implications but as far as possible these will be met from existing resources, attracting additional resources or by working with partners.

The restructure will provide more focus in the areas of inclusion and building capacity however there will be no additional funding for delivery.  Funding for delivery is currently all externally funded.  While delivery can be achieved by activating the community and voluntary sector, some of the work around building confidence may not be attractive to community and voluntary groups.  An increase in the numbers and focus of volunteers could be of assistance in this area.
Recommendation

Members are asked to:

· Approve, in principle, the actions regarding increasing the level of outreach work and improving transport links to facilities.

· Agree that all other parts of the option should be implemented, within existing resources.

Option 3: Improve the way we work with a wide range of partners.
The Gap

The provision of leisure opportunities to people in Gateshead requires input from numerous organisations working individually and together. The Council recognises this and already works with a wide range of partner organisations to deliver services directly.  It also plays an enabling and supporting role to increase the capacity for leisure throughout Gateshead.

Mapping exercises carried out during the review have identified a thriving community and voluntary sector providing cultural and leisure opportunities, including sports clubs, arts groups, allotment holders and tourism businesses. There is also extensive provision of related services by the statutory sector, for example health education work carried out by the Primary Care Trust.

Consultation with partners, employees, Members and other stakeholders has identified the need to work more closely, and provide better support to appropriate organisations.  This should focus on developing their capacity and on strengthening working relationships.  This will improve access to leisure activities and contribute to the development of individuals and communities. 

Consultation and research has identified that we need to:

· Focus support on organisations which share the objectives of the Cultural Strategy and those which are increasing the range of accessible leisure opportunities in Gateshead.

· Work with other leisure providers and develop and support local networks to improve communication and increase capacity.

· Support more small to medium size organisations with a range of advice, education and advocacy services. 

· Encourage and further develop volunteer initiatives.

Option Description
We will develop the Council’s relationship with a wide range of partners, including organisations in the statutory sector, voluntary groups, individual volunteers, community groups and local cultural businesses to increase the capacity within Gateshead to deliver the widest possible range of leisure services to local people and visitors.  We need to re-focus our efforts to ensure that we take the widest possible view of the leisure market and understand that we are not the sole provider of services to people in Gateshead.  We should develop our enabling role, rather than focusing on being a direct provider of services, and this may mean changes to the emphasis we place on various activities.

A range of measures will be put in place across all the above activities to ensure that the various strands of activity within this option are effectively managed. 

To effectively deliver this option, we need to:

· Build on the Council’s developing neighbourhood management approach to ensure that we make closer links to the communities we serve.

· Assess training and development needs, identify appropriate providers and deliver a wide range of training and development activity to support groups providing leisure opportunities.

· Identify information and advice requirements and produce a range of publications for groups across the leisure sector.

· Continue and develop the work of existing projects that support other providers of leisure, and build capacity.

· Promote our information, advice and funding services widely to stakeholders throughout Gateshead to ensure that appropriate organisations are supported and that grants and awards scheme is responsive

· improve our knowledge and documentation of cultural activities and groups in order to plan more effectively.

· Have an appreciation of other sectors’ aims – such as in relation to health, social care and education – to which leisure can contribute.

As well as addressing these key factors, we need to address specific issues that were identified:

· Work with local cultural businesses to improve the innovation competitiveness and survival rate of existing and new businesses to improve the quality of leisure services in Gateshead.

· Improve the networking of cultural businesses across Gateshead

· Assist voluntary organisations to develop sound financial bases, for example by applying for grant funding.

· Establish user involvement forums and education programmes.

· Develop existing and provide improved equipment loan services.

· Develop the existing cultural events volunteer database, to include employees and other residents.

· Provide an events planning service for groups.

How will the option improve services?

This option will improve services in a number of different ways:

· It will ensure that accommodation and attractions in Gateshead comply with nationally recognised quality standards, improving the visitor experience for tourists and local people.

· It will enable better links and consultation with and between stakeholders, and give other organisations the opportunity to share good practice.

· It will improve the infrastructure and viability, and increase the cultural activity of groups and organisations in Gateshead.  It will assist in the formation of new groups, and therefore increase quality, quantity and diversity of cultural activities for local people

· It will develop a better understanding and a greater sense of ownership through shared experience.

· It will result in better use of the Council’s limited resources.

· It will result in greater opportunities for volunteers and contribute to improvements in health, well-being and community safety.

Implications

There are no specific revenue implication to the action plan for this Option

All actions will be delivered from within existing resources.  We will re-direct resources, seek to maximise income and continue to look for opportunities for external funding to improve the way that we work with partners.
The key implications of this option are:

· This will build on the council’s role as an enabler, rather than always as a direct provider of services.  We will take a more holistic view of the leisure market in Gateshead rather than just the Council’s own directly-provided services.

· There are implications for training and development of employees and managers in areas such as negotiation, marketing and inter-personal skills.

Recommendation

Members are recommended to approve this option for implementation.

Option 4: Better consultation and marketing

The Gap

This option concerns the key elements of marketing, including promotion, consultation and pricing.  It sets out how the service can maximise income while encouraging participation.

The services covered by this review are delivered to a wide range of users, residents of Gateshead and visitors to the area.  We deliver services in-house, employ outside specialists and have developed a wide range of partnership arrangements.  We encourage the development of capacity in other groups and organisations.

Although we effectively promote elements of leisure, for example high profile events, we need to ensure that we are clearer about the existing and potential market for the whole range of leisure services and activities.  We need to identify gaps in the market, both in terms of the service we provide, but also in the people that we attract to use those services.  Our present approach is inconsistent and we need to focus sharply on our key outcomes so that we are providing the right services in the right place, at the right time for the right people, at the right price.

As part of this we need improved clarity and better focus around pricing.  Some part of leisure are delivered free of charge at the point of use, for example parks and open spaces, public art and street entertainment.  Other parts are charged for on a cost recovery basis.  Charges have traditionally been increased in line with inflation, with little consideration about how they could be used to improve accessibility, maximise income or promote the growth of leisure.

Consultation with partners, employees, councillors and other stakeholders has identified that we need to ensure a more consistent approach to pricing so that services are socially inclusive.  We should also maximise income to support us to provide the best possible range of services.

Consultation and research has identified six key issues to be addressed. We need to:

· Develop a whole systems and consistent marketing approach to leisure, rather than a promotion-led approach to specific events and activities

· Improve our knowledge and management information about existing and potential users

· Improve consultation with users and potential users, particularly hard-to-reach groups, to be more regular, focused and structured so that we learn from it and act upon the findings. 

· Identify market trends and learn from our competitors, while continuing to set trends ourselves.

· Be more flexible in our pricing to ensure that we maximise income, yet do not raise barriers to access, and can compete effectively in a rapidly changing market

Option Description

In addition to consultation with a wide range of stakeholders (employees, councillors, service users, external reference group) two working groups on marketing and pricing have informed the development of this option.  These groups have developed:

· Principles that should guide the development of pricing for services – set out in annex A.  These principles include proposals for benchmarking, concessionary prices, easier payment methods and revised pricing structures. These principles reflect and will help to shape the Council’s approach to pricing across a wide range of services to encourage participation by disadvantaged groups.

· Proposals to address existing shortcomings in marketing and consultation – set out in the action list below.  These proposals will lead to planned and structured consultation which impacts on what we do, and to better marketing which encourages people to choose, and regularly use, the services we provide.  These proposals need to be incorporated into, and inform, the corporate consultation programme.
Improvements that were specific to elements of leisure were also identified by the review and these have been incorporated into the implementation plan. These specific improvements can be grouped as follows:

· Improve expertise of service managers in marketing.

· Develop a range of imaginative and ambitious promotions, including loyalty schemes.

· Improve the brand identity of the service.

· Develop a consultation strategy, including consultation processes with non-users of the service, employees and other stakeholders.

· Improve our response to complaints and requests.

· Develop cross-council exchange of events information across Tyne and Wear.

How will the option improve services?

This option will improve services in a number of different ways.

· It will raise awareness and stimulate interest across a wide range of existing and potential customers who will feel an increased sense of ownership of the service.

· Motivation of employees will be improved which will lead to improved customer relations and service provision.

· Increased use of the improved facilities will allow local people to develop their skills and also increase activity within the leisure market in Gateshead.

· Services will be responsive to local needs and aspirations and usage levels will rise.

· Income will be maximised, and barriers to use will be removed.

· Responses to complaints and suggestions will be better informed.

· We will be able to maintain a competitive edge by reacting more quickly to changes in the market.

· Local people, and regular users of the service will be rewarded.

· The service will contribute towards the Council’s e-government targets.

Implications

Most of these actions can be carried out within existing resources, however some may require additional resources and these will be explored and subject to separate reports.  Actions requiring detailed assessment of funding implications are:

· Pricing.  While the services can make some progress in improving pricing structures in line with the principles at Annex A, fully adopting these principles may have a financial implication.  These will be considered as part of the annual review of pricing to ensure that changes to prices are sustainable, deliverable and appropriate.

· Improved marketing of the service requires an assessment of what additional resources are required to build our knowledge of the market.  This will also involve increasing the capacity of the existing marketing team to carry out effective and proactive marketing, linking with the Council’s Communications Team.

There are wide-ranging implications for the service arising from this option. In addition to potential financial implications, which should be covered within existing budgets, the option requires a fundamental shift in the range of services provided, and the methods used to promote and deliver services.  It requires a much sharper focus on users potential users, and on the key outcomes we are seeking to achieve.  This will result in changes to existing patterns of service.
Recommendation

Members are recommended to:

· Approve this option for implementation.

· Approve the Pricing Principles at Annex A as the basis for future decisions about pricing for leisure during the annual budget cycle.

Annex A

Proposed Pricing Principles for consideration by corporate review of pricing

· The charges made for services should be designed to maximise income and to encourage participation in leisure.  
· Prices for sports outreach work and art/sports development are set at a level which will encourage the target groups to participate.  This may involve an element of free use.  

· Prices for leisure facilities, outdoor activities and allotments are set to maximise income whilst maintaining access and encouraging maximum use of the facilities.  

· Some services, such as sunbeds, conference facilities should recover the cost of the service and provide a surplus.

· The level of library fines should be set to encourage the return of books but not to be too high to deter customers from returning them.

· Entry to parks, countryside areas and fixed play is free but some of the services within these areas will have a charge.

· The hire of facilities for major events (for example, Grand Prix athletics or horse events) will be set at a rate depending upon the perceived contribution to objectives.  This could range from being free to a commercial rate.

· Where leisure activities are priced at a subsidised rate to support the achievement of specific council objectives, which are the prime responsibility of other services (such as crime reduction, educational achievement and employee wellbeing) these services should contribute to the cost of providing that particular leisure activity.

· The charges applied for services should be benchmarked against other Tyne and Wear authorities and the private sector.

· Prices will be reduced for those families where the general level of pricing becomes a barrier to participation. This will take the form of a concessionary pricing scheme which could be applied to other council services as well as leisure.

· The concessionary pricing scheme should be developed to encourage access for particular target groups.  This could include talented athletes, a means to reward regular participation, those living within a particular area of the borough and encouraging use of services at different times of the day. 

· Hire charges to organisations should be tiered to reflect:

· Adoption of a national governing body club accreditation scheme.

· An organisation which encourages participation within an equal opportunities policy.

· Commercially operated activities.

· Pricing structures should be easy to understand without too many different prices for the same activity or service.

· Easy payment methods should be made available including direct debit and online payment.

· There should be an element of managerial discretion to raise or lower prices to respond to market conditions.

· The council will approve the general level of prices and the pricing policy annually following a wide consultation exercise.

Option 5: 
Build the capacity of services to ensure they achieve the vision.

The gap

The vision report set out how leisure should support the Council to achieve its objectives and principles of service delivery, outlining the quality of service people should expect from us.  However, the report identified some areas where current services need to improve their capacity to achieve the vision.  Particular issues were:

· Our employees aim to provide excellent services but there are sometimes barriers that prevent them from achieving them.  In particular, they do not always feel empowered to deliver services to the quality they would like, would appreciate better communication mechanisms and need training that reflects the diverse roles we ask them to play.

· Services have a strong track record of achievement but there are areas in which management arrangements still need to be strengthened to give services clarity about their future direction.  They need appropriate technology to support them to deliver and help them understand their performance.  They also need to be more proactive in maximising the income available to them from a range of sources.

· Leisure supports the Council’s activities across a range of policy areas, including health, social support and community safety, for example.  It supports partner organisations to achieve their objectives and contributes to the achievement of the Community Strategy.  The Council needs to be clearer about how leisure will do these things and how it will fund the contribution.

Option description

To address these capacity issues, it is proposed to carry out a range of actions across three key areas:

(a) Empowering employees

The review has emphasised the need to achieve corporate objectives identified as part of the CPA:

· Internal communications were a key concern for employees and need to be addressed to ensure that they are informed about the direction of the Council and leisure as a whole.  It is therefore proposed to improve internal communication with employees, in a way that supports delivery of the vision and achievement of Investors in People status.

· It is also proposed that improvements to communication should be supported by measures to involve employees more closely in decision-making through effective consultation.  We will also find ways to make employees participants in services as well as providers – to help them sell what we have to offer and to help improve it.

· Improving training and career development emerged as key concern of employees, who need to be appropriately trained to respond to the changing leisure market and the needs of customers.  Improving career development opportunities is essential to ensure that the workforce remains committed to providing excellent standards of service.

(b) Improving management arrangements

The Council has a strong policy planning framework.  However, for some areas of leisure, strategies need to be updated or developed.  It is proposed to address these issues and, in particular, to:

· Develop a Plan for Sport and Physical Activity.  A Plan has been in development alongside the review and supports the achievement of its recommendations.

· Develop an Open Space Strategy following the published guidance from the Commission for Architecture and the Built Environment.  This will be an overarching strategy for improving playing pitches, green spaces, allotments, parks and civic spaces.

Services at present do not maximise all the income opportunities available to them.  At the same time, funding for leisure from governing bodies and other organisations, in particular for capital projects, is declining.  There is a need to find and use other sources of funding.  For example, the Council needs to explore opportunities to increase the use of sponsorship and leverage of funding.  It also needs to consider how it can provide services that may attract more funds from different sources, by promoting its contribution to health improvement, crime reduction, community cohesion and other policy areas.

The services will use a range of improvement tools to develop the leisure services.  There are a number of models available including Investors in People, Chartermark, Quest, Green Flag, Towards an Excellent Service and EFQM.  The most appropriate models will be selected to drive improvement within each service of the review.

Finally, in some areas, ICT systems do not give us the flexibility or understanding of our business that we need to operate effectively.  The Council should take opportunities to use improved ICT to make services more accessible and market what it does.  Particular examples are:

· The need to integrate the library card with the leisure card.

· Improvements to ICT systems to allow for customer tracking and targeted marketing.

· The development of online booking and payment of some leisure services.

Discuss with health partners the need to link with other systems, such as cardiac rehabilitation from hospitals and exercise referrals from primary care.  Users are currently assessed by GPs or hospitals and then have a further fitness assessment in our fitness suites.
(c) Supporting achievement of wider council priorities.

While changes to the pricing structure outlined in Option 4 will significantly improve our focus on the Council’s objectives, a number of other actions will be taken.  This is because services do not always use their ability to address policy concerns effectively.

· One example of this is the catering service.  Through its outlets in the Civic Centre, leisure buildings and at events, catering has opportunities to encourage and promote healthy eating.  It is proposed that the catering service provide advice on healthy eating and offer a wider range of healthy-eating options than is currently available.

· Secondly, there are opportunities to encourage more older people to take part in leisure by developing opportunities to improve the health and social well being of older people.  These would include classes, social events, affordable fitness and social exercise.

· Thirdly, at times there is capacity to provide services more flexibly, to improve people’s health and work in innovative ways and this is not always used.  Offering free swimming for the whole community would accrue long-term health benefits of being physically active and could potentially be used to attract more people to be active.

How will the option improve services?

· Leisure already has an impact on the well being of Gateshead’s communities.  This option will ensure that the contribution leisure makes to health, community safety and other policy objectives is strengthened and enhanced.

· Improvements in the way service train, develop and communicate with employees will ensure that the service is better focused on meeting customers’ needs and expectations.

· Increasing the strength of our management arrangements will help the Council to continue to develop services that meet customer’s needs beyond the five-year implementation programme.

Implications

These improvements will be substantially financed from within existing resources, attracting extra income or by seeking to attract external funding when opportunities arise.  Such actions include:

· An earlier bid to NRF to fund free swimming was unsuccessful. We need to explore other external funding opportunities with Health partners, e.g. PCT, to target specific groups for specified periods, as we are unlikely to obtain funding for long-term provision of free swimming for the whole community.

· Improvements to ICT will be subject to detailed proposals and attracting necessary resources.

A key part of this option regards maximising the resources available to the service from sponsorship, external funding and other funds which can be levered in.  This may increase the capacity of the service in the longer term.

Recommendation

Members are recommended to:

· Approve this option for implementation.

· Approve the specific actions with resource implications, subject to funding being identified
Appendix 2

Implementation Plan for the Review

Option 1: Provide better leisure facilities
	Ref
	Improvement
	Responsible
	Achieved by
	Date

	1
	Develop leisure facility development strategy to give the Council a strategy to take facilities forward in the next five years and beyond.
	Head of Cultural Services
	Develop strategy brief and scope
	Oct 2005

	
	
	
	Report to Cabinet
	Oct 2005

	
	
	
	Appoint consultants and progress the project.
	Jan 2006

	
	
	
	Report outcome to Cabinet
	July 2006


Option 2: Improved access to leisure
	Ref
	Improvement
	Responsible
	Achieved by
	Date

	2.1
	Encourage the use of public transport to help people get to services.
	Head of Cultural Services
	Ensure the Council’s Transport Strategy reflects the needs of leisure services and facilities.
	Oct 2006 

	
	
	
	Display information on public transport in facilities.
	March 2007

	
	
	
	Improve transport links:

· Identify services that could be improved through “park-and-ride” or short term bus services.

· Explore ways of working with partners to deliver improved transport.
	Oct 2005

	2.2
	Increase the level of community based work to target specific hard-to-reach groups and provide services closer to where people live.
	Head of Cultural Services
	Identify locations for outreach work following consultation with existing partners who participate in referral programmes.
	Oct 2005


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	2.2

(cont)
	Increase the level of community based work to target specific hard-to-reach groups and provide services closer to where people live.
	Head of Cultural Services
	Identify locations where additional work is needed through consultation, the Vitality Index and discussions with partners.
	Oct 2005

	
	
	
	Identify partners who could work with us to achieve shared objectives.
	Oct 2005

	
	
	
	Report on conclusions, develop proposals and targets and identify funding implications and potential for resource realignment.

Implement proposals on a phased basis across the borough.
	April 2006

April 2010

	2.3
	Make better use of other public assets to take leisure into local communities.
	Head of Cultural Services
	Audit the availability of school and community facilities, as well as other public assets, to determine opportunities for better use of assets.
	Sept 2005

	
	
	
	Develop out-of-school-hours community use of Space for Sport and Art and NOF PE & Sport school premises.
	Sept 2005


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	2.3 (cont)
	Make better use of other public assets to take leisure into local communities.
	Head of Cultural Services
	Review lease conditions that allow community use to ensure they are fully used to allow the development of new and existing services.
	April 2006

	
	
	
	Report to Cabinet on conclusions, set targets for level of access and incorporate actions into this action Plan.
	May 2006

	
	
	
	Implement actions identified.
	Est. April 2010

	2.4
	Improve access to facilities and services.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Ensure services are linked into the Customer Service Strategy.
	Oct 2005

	
	
	
	Create a single point of enquiry for leisure (to reflect all parts of service)
	June 2006

	
	
	
	Review and change opening hours where needed of facilities to better meet customer expectations.  Publicise the results.
	March 2006

	
	
	
	Introduce interactive internet pages for leisure, including on-line booking for services.
	July 2006


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	2.4 cont
	Improve access to facilities and services.
	
	Identify new locations to provide tourist information in a range of formats (for example, leaflets, electronic information). 
	March 2006

	
	
	
	Review current directional and welcome signage and improve where necessary.
	May 2006

	2.5
	Address identified barriers to services and encourage all parts of the community to take part.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Investigate reasons for under-representation in leisure by various target groups.
	Nov 2005

	
	
	
	Investigate reasons why non-users don’t use our services.
	Nov 2005

	
	
	
	Develop more leisure activities that can involve the whole family to promote healthier lifestyles.
	June 2006

	
	
	
	Implement a process to ensure continuous review and change of the programme of activities within leisure to meet customer needs.
	November 2005

	
	
	
	Develop opportunities for individuals to take part in team sports.
	November 2005


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	2.5 (cont)
	Address identified barriers to services and encourage all parts of the community to take part.
	
	Work with the Early Years service to access available childcare provision for participants.
	Sept 2005

	
	
	
	Resource the extra support holiday scheme, to improve the service for people with disabilities.
	April 2006

	
	
	
	Explore leisure opportunities with the Children’s Trust. 
	Oct 2005

	
	
	
	Follow Plain English principles for all publications.  
	Sept 2005

	
	
	
	Change the way sports development is organised to improve the school to club links.
	Oct 2006

	
	
	
	Work with social care services to improve the service for people with disabilities and groups with access constraints
	Apr 2006


Option 3: Improve the way we work with a wide range of partners.
	Ref
	Improvement
	Responsible
	Achieved by
	Date

	3.1
	Improved support for community and voluntary groups to help get more people involved in leisure.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Map, audit and consult the groups operating in Gateshead (based on work by the neighbourhood management team), to assist in their involvement.
	March 2006

	
	
	
	Work with identified groups to achieve common goals.  For example, by supporting grant bids, helping them achieve accreditation and source training.
	October 2006

	
	
	
	Assess progress and incorporate a programme of future actions into the implementation plan.
	January 2007

	3.2
	Improve the impact of the grants and awards scheme to target financial support at groups that help us achieve our criteria in a timely manner.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Use principles identified by the review with regard to grants to inform the development of the corporate grants and awards scheme.
	November 2005

	
	
	
	Support organisations that are eligible to apply for Grants and Awards where they support our objectives.
	March 2006


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	3.3
	Support other providers of leisure to improve the availability and quality of leisure in Gateshead.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Involve the Cultural Partnership in progressing the implementation plan.
	Sept 2005

	
	
	
	Improve the innovation, competitiveness and survival rate of businesses that attract and accommodate tourists.
	March 2006, then ongoing

	
	
	
	Improved networking for tourism businesses across Gateshead.
	March 2006

	
	
	
	Provided appropriate advice and support to organisations to meet common goals.
	March 2006, then ongoing

	3.4
	Improve support for events to encourage more community-based events to improve community cohesion.
	Head of Cultural Services
	Continue to improve event management capacity and systems.
	June 2005

	
	
	
	Establish a community events equipment loan service.
	June 2006


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	3.4

(cont)
	Improve support for events to encourage more community-based events to improve community cohesion.
	Head of Cultural Services
	Provide support to groups to plan and organise events, including better information and advice about safety management.
	June 2006

	
	
	
	Introduce a database of community and employee volunteers interested in supporting events, working with the neighbourhood management team to recruit more volunteers.
	June 2006

	
	
	
	Market all events within Gateshead, rather than only Council events.
	Dec 2005

	
	
	
	Introduce support available to groups and activities wishing to hold events.
	June 2006

	
	
	
	Assess progress, provide ongoing support and identify further actions.
	October 2006, and ongoing


Option 4: Better consultation and marketing
	Ref
	Improvement
	Responsible
	Achieved by
	Date

	4.1
	Improve the pricing structure to maximise income while encouraging participation.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Use the pricing principles to review and amend prices to increase access and participation and maximise income, linking to the corporate financial timetable.
	Annually, every February

	4.2
	Implement a consistent, corporate approach to marketing that will maximise income and encourage participation.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Work more effectively across the Council to deliver a market focused approach.
	March 2006

	
	
	
	Carry out audit of information held about users through leisure and library cards, for example.
	October 2006


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	4.2

(Cont)
	Implement a whole system, consistent, corporate approach to marketing that will maximise income and encourage participation.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Complete PEST analysis of the external market to identify market trends.
	October 2006

	
	
	
	Benchmark marketing activities against other organisations.
	July 2006

	
	
	
	Identify marketing activities which could generate a positive response quickly.
	September 2006

	
	
	
	Develop a market-led strategy to include details about the positioning of the service in the wider market, target markets and a plan for a customer-led approach.
	October 2007

	
	
	
	Find ways to incorporate the marketing of services into project and work planning rather than as a separate issue.
	October 2007


	
	
	
	Review progress and develop further actions to improve whole systems approach to marketing.
	January 2008


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	4.3
	Linking to the Consultation Strategy, ensure that local people have an ongoing say in the development of services.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Consult with communities through corporate and other mechanisms to develop our understanding of people’s leisure needs.
	July 2006

	
	
	
	Expand the current network of service user groups.
	April 2006

	
	
	
	Review consultation and develop proposals to address gaps in knowledge.
	November 2006


Option 5: 
Build the capacity of services to ensure they achieve the vision.
	Ref
	Improvement
	Responsible
	Achieved by
	Date

	5.1
	An effective employee communication system which allows two-way sharing of ideas.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Develop employee focus groups from each service.
	October 2005

	
	
	
	Provide regular briefing notes on topical and important issues.
	July 2005

	
	
	
	Communicate council aims and objectives effectively to employees.
	July 2005

	
	
	
	Put systems in place to encourage employee feedback and involvement in decisions.
	March 2006

	5.2
	Employees supported and motivated to deliver a high standard of service to customers.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Achieve Investors in People standard.
	Dec 2005

	
	
	
	Support employees to achieve relevant professional qualifications.
	March 2006

	
	
	
	Complete achievement and Development Appraisals for all employees.
	Apr 2005

	
	
	
	Encourage employees to participate in CPD.
	Apr 2005

	
	
	
	Make a mentoring scheme available for employees wishing to develop their skills.
	Sept 2005


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	5.2 (cont)
	Employees supported and motivated to deliver a high standard of service to customers.
	
	Audit and identify skill gaps and underused skills.
	October 2005

	
	
	
	Put specific training in place to target work at young people.
	Sept 2005

	
	
	
	Encourage work experience placements within services.
	Sept 2005

	5.3
	Update and develop strategies and policies to fill existing gaps.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Develop a Plan for Sport to focus activity on starting, staying and succeeding in sport.
	Dec 2005

	
	
	
	Develop an Open Spaces Strategy to improve a range of outdoor services.
	November 2006


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	5.4
	Opportunities identified to maximise income.
	Head of Cultural Services

Policy Manager
	Increase the amount of sponsorship received from suppliers.
	Apr 2010

	
	
	
	Identify and bid for external funding to support work on health improvement, community safety and other policy areas.
	Apr 2010

	5.5
	Leisure provides better support for healthy lifestyles.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Support healthy eating by introducing healthier food options and providing healthy eating advice.
	Apr 2006

	
	
	
	Develop a range of physical activity development opportunities in partnership with others which meets the challenges in the Choosing Health white paper.  
	Oct 2005


	Ref
	Improvement
	Responsible
	Achieved by
	Date

	5.6
	Improved ICT systems provide better access to services.
	Head of Cultural Services


	Investigate data sharing with other agencies, using existing protocols where possible (such as the IRT system).
	Apr 2010

	
	
	
	Integrate the library and leisure cards.
	Apr 2006

	
	
	
	Find ways to improve ICT systems to provide improved customer information, improved marketing and an enhanced service to customers (e.g., online payment and booking for services).
	Oct 2005

	5.7
	Adopt appropriate performance profile for cultural services to monitor the effectiveness of leisure and progress, considering recommendations by Audit Commission and DCMS in line with the CPA direction.
	Head of Cultural Services

Head of Cleansing and Ground Maintenance
	Obtain baseline information and report to councillors.
	October 2006

	
	
	
	Put in place mechanisms for collecting information on an ongoing basis in place.
	October 2006

	
	
	
	Set targets and report to councillors as appropriate.
	March 2006

	
	
	
	Review performance profile in line with national framework.
	Ongoing


Appendix 3

Financial Implications

Option 1: Provide better leisure facilities
	Ref
	Improvement
	How this will be resourced

	1.
	Develop leisure facility development strategy to give the Council a strategy to take facilities forward in the next five years and beyond.
	· Core budget provision would be made to appoint consultants with other resources coming from refocusing management priorities.

	
	Improve and extend performance and spectator facilities at Gateshead international Stadium
	· Gateshead International Stadium has attracted funding of in excess of £10m from a range of organisations to create new facilities which will complete those already available. Further improvements will be subject to suitable funding proposals

	
	Secure modern and appropriate facilities in the Blaydon area.
	· Improvements will be subject to suitable funding proposals which will be reported to Cabinet when detailed schemes are available.

	
	Upgrade Dunston Swimming Pool to ensure it is fully accessible and appropriate to local needs.
	· Essential DDA works will be funded corporately as part of the Access Strategy Implementation.  Other improvements will be subject to separate reports identifying funding proposals.

	
	Replace Felling Swimming pool with a modern, accessible facility in an appropriate location.
	· Essential DDA works will be funded corporately as part of the Access Strategy Implementation.  Other improvements will be subject to separate reports identifying funding proposals.

	
	Upgrade Gateshead Leisure Centre to provide a better range and quality of facilities.
	· Improvements will be subject to separate reports identifying funding proposals.

	
	Upgrade of Birtley Swimming Pool to address issues with the existing building.
	· Improvements will be subject to separate reports identifying funding proposals.

	
	Ensure major arts venues are attractive to artists and audiences.
	· Preliminary work on Caedmon Hall and Dryden have already been carried out and improvements will be subject to a bid to the Council’s Capital Programme.

	
	Implement improvements to fixed play to secure stimulating fixed play close to all communities.
	· £1.1 million of funding is available through the Council’s Development Pool.

	
	Improve allotments so that they are secure and sustainable.
	· Improvements will be subject to separate reports identifying funding proposals.

	
	Improve playing pitches to support the development of sports at all levels.
	· Improvements will be subject to separate reports identifying funding proposals.

	
	Improve Gateshead Visitor Centre to provide an effective tourism and heritage service on Gateshead Quays.
	· A brief is currently being prepared for this work.  Heritage Lottery Funding (HLF) has been received for the feasibility study and improvements are subject to a second stage bit for HLF funding.  

	
	Improve spectator and audience facilities to improve experience of spectators at Gateshead International Stadium, Countryside areas and other venues.
	· Capital programme bids in preparation for some elements of the necessary improvements.

	
	Develop a costed on-going maintenance plan for all leisure buildings to ensure quality.
	· The Plan would be developed within existing resources, with alternative ways of working used to deliver it.

	
	Create a budget provision to enable periodic refurbishment of leisure buildings to ensure quality.
	· Negotiate inclusion in Strategic maintenance programme


Option 2: Improved access to leisure
	Ref
	Improvement
	How this will be resourced

	2.1
	Encourage the use of public transport to help people get to services.
	· There are no financial implications to deliver this improvement.  There will be a need to prioritise management time to deliver the improvement

	2.2
	Increase the level of community based work to target specific hard-to-reach groups and provide services closer to where people live.
	· There will be a need to prioritise management time to deliver the improvement  

· £100,000 will be reallocated to support community based work from the Cultural Services staff review, utilities savings from leisure facilities and a reduction in admin budgets.

· This mainline shift in resources will be supplemented by external grants.

	2.3
	Make better use of other public assets to take leisure into local communities.
	· There will be a need to prioritise management time to  deliver improvement.  Financial resources to support activity will bne provided from charging for the activity and using funds identified from improvement 2.2.

	2.4
	Improve access to facilities and services.
	There will be a need to prioritise management time to deliver the improvement. 

Any changes to opening hours will generate levels of income through increased use.

Signage and internet activity will be funded from existing revenue budgets.

	2.5
	Address identified barriers to services and encourage all parts of the community to take part.
	There will be a need to  prioritise management time to  deliver the improvement.  Partnership working will achieve greater efficiency in using existing resources through a co-ordinated approach.

Any changes to  programming will be supported by additional income and/or supported through external funding.

Additional revenue support has been made available to facilitate inclusive holiday programmes.


Option 3: Improve the way we work with a wide range of partners.
	Ref
	Improvement
	How this will be resourced

	3.1
	Improved support for community and voluntary groups to help get more people involved in leisure.
	There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	3.2
	Improve the impact of the grants and awards scheme to target financial support at groups that help us achieve our criteria in a timely manner.
	There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	3.3
	Support other providers of leisure to improve the availability and quality of leisure in Gateshead.
	There is limited scope within existing resources and external funding will be sought to allow an increase in capacity.

	3.4
	Improve support for events to encourage more community-based events to improve community cohesion.
	There is limited scope within existing resources and external funding will be sought to allow an increase in capacity.


Option 4: Better consultation and marketing
	Ref
	Improvement
	How this will be resourced

	4.1
	Improve the pricing structure to maximise income while encouraging participation.
	· Need to ensure that existing levels of income are not eroded.  Self-financing scheme delivering annual budget increases as well as additional resources to invest in the services.

	4.2
	Implement a consistent, corporate approach to marketing that will maximise income and encourage participation.
	· Any additional marketing spend will be funded from additional income and /or reducing levels of expenditure on supplies and services

· A marketing approach will be taken to the development of service plans.  A post will be established from within the existing establishment to focus on interrogating management information and research information to inform the marketing process.  The Marketing and Promotions Officer from Cultural Development will work more closely with service managers in developing marketing plans for the service 

	4.3
	Linking to the Consultation Strategy, ensure that local people have an ongoing say in the development of services.
	· There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.


Option 5: 
Build the capacity of services to ensure they achieve the vision.
	Ref
	Improvement
	How this will be resourced

	5.1
	An effective employee communication system which allows two-way sharing of ideas.
	· There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	5.2
	Employees supported and motivated to deliver a high standard of service to customers.
	· There will be a need to prioritise management time to deliver the improvement.  Any expenditure to  fund training and staff back cover will be resources from additional income, external funding or reductions in expenditure on supplies and services. 

	5.3
	Update and develop strategies and policies to fill existing gaps.
	· There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	5.4
	Opportunities identified to maximise income.
	· There are no financial implications to  deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	5.5
	Leisure provides better support for healthy lifestyles.
	· There will be a need to prioritise management time to deliver the improvement. Financial resources to deliver activity will be obtained through a combination of increased income, external funding particularly from Gateshead PCT and form resources identified in improvement 2.2.

	5.6
	Improved ICT systems provide better access to services.
	· There are no financial implications to deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.

	5.7
	Adopt appropriate performance profile for cultural services to monitor the effectiveness of leisure and progress, considering recommendations by DCMS and others.
	· There are no financial implications to deliver this improvement.  There will be a need to prioritise management time to deliver the improvement.


Appendix 4

Performance Management for Leisure

Area of performance: Satisfaction

	Ref.
	Indicator
	Past perfor-mance
	Targets for the future

	
	
	03/04
	04/05
	05/06
	06/07
	07/08
	08/09
	09/10

	BV119
	The percentage of residents satisfied with local authority cultural services.

	

	(a)
	Sports and leisure facilities and events
	57%
	Next survey not due until 2006/07
	62%
	Next survey not due until 2006/07
	63%

	(c)
	Museums and galleries
	52%
	
	56%
	
	57%

	(d)
	Theatres/concert halls
	45%
	
	60%
	
	61%

	(e)
	Parks and open spaces
	70%
	
	72% – 75%
	
	75% - 78%

	NEW
	The percentage of satisfied users of local authority cultural facilities and services
	Baseline information will be collected by October 2005 and targets will be set in line with this as part of the corporate process in 2006.


Area of performance: Participation

	Ref.
	Indicator
	Past perfor-mance
	Targets for the future

	
	
	03/04
	04/05
	05/06
	06/07
	07/08
	08/09
	09/10

	NEW
	The percentage of residents who have taken part in any sport or exercise related activity for at least 30 minutes continuously on at least 3 days per week in the last 12 months
	Baseline information will be collected by October 2005 and targets will be set in line with this as part of the corporate process in 2006.

	NEW
	Total attendance per 1,000 population to local authority cultural and recreational services
	

	Local D12
	Number of tourism enquiries
	53,542
	115,000
	120,000
	125,000
	130,000
	135,000
	140,000

	NEW

(CPA)
	Percentage of residents who are engaged in voluntary and community sector cultural or recreational activity as i) participants and ii) volunteers
	Baseline information will be collected by October 2005 and targets will be set in line with this as part of the corporate process in 2006.


Area of performance: Access, availability and quality
	Ref.
	Indicator
	Past perfor-mance
	Targets for the future

	
	
	03/04
	04/05
	05/06
	06/07
	07/08
	08/09
	09/10

	NEW
	Percentage of residents finding it easy to get to cultural facilities by their normal mode of transport
	Baseline information will be collected by October 2005 and targets will be set in line with this as part of the corporate process in 2006.

	NEW
	The percentage of the local authority’s cultural assets with a condition rating of “good”
	

	NEW
	The percentage of local authority cultural services buildings open to the public in which all areas are suitable and accessible to disabled people
	

	NEW

(CPA) 
	Percentage of population that are within 20 minutes travel time (urban areas – by walking; rural areas – by car) of a range of three different sports facility types, of which one has achieved a quality assured standard
	Baseline information will be collected by October 2005 and targets will be set in line with this as part of the corporate process in 2006.


� Part (b) of this indicator cover services outside the scope of the review.
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