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Under Managed  

No 
Commerciality 

Unattractive 

Under used 

£8m High Cost

Low Quality Traditional Directionless

Drivers for change

Presenter
Presentation Notes
Key issues:Aging buildings and usage falling - the majority of the estate is 25+ years old.  Projected maintenance costs are unsustainable – in 2010, projected as £10m for 8 centres.  Our average energy costs are nearly double (UK average = £0.48, BCC average = £0.88)Falling participation in leisure provision in Belfast – decline in number of users since 2009/10 despite growth elsewhere according to APSE: UK average number of visits per facility in 2011/12 was 218,000 Belfast = 194,000 (11/12) and 180,000 (12/13).Subsidy of £8m per year inc. high staff costs – £11m expenditure with only £3m income approx. Deloitte pointed to opening hours, staffing numbers and working practices as all too inflexible.   In 2011/12, the estimated staff cost was £6.3m – about 60% of expenditure.Subsidy per visit = £4.88UK average subsidy per visit = £1.63Belfast average life expectancy is 3.2 years less than NI average and up to 11 years in some parts – re-focus needed around health inequalities in the city.  A child in P1 coming from a deprived area of Belfast is nearly twice as likely to be obese than in other parts of Northern Ireland.  Admission to hospital due to self-harm was 3.5 times higher in parts of Belfast.  Mood and anxiety disorders higher in Belfast than anywhere else in NI. 
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January 
2013

SP&R Committee agreed:
Drivers for change
Strategic principles
Capital phasing

SP&R Committee received 
Deloitte report, noting:
Strategic opportunities
Business model options
Urgency of change

March 
2013

June 
2013

SP&R Committee agreed:
Capital financing strategy 
Overall £105m limit
Funding for Olympia + A’stown
£2m efficiency savings

October 
2013

SP&R Committee agreed:
Decision schedule
 Voluntary redundancy scheme

December 
2013

SP&R Committee report:
 Deloitte business model appraisal
‘In principle’ preferred model
Deferred
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Key decision: guiding principles (Jan 13)

• Quality: fit for purpose, attractive and welcoming.
• Focus on health and well-being outcomes: Work with 

others to improve the health of the population
• Value for money: Maximise efficiency, user numbers, 

health outcomes and income generation opportunities
• Balanced investment and accessibility: facilities and 

services should be well-connected, welcoming and safe, 
promote access for all and meet the needs of different 
ages and abilities within each quarter of the city

• Partnership: maximise strategic opportunities in the city, 
working collaboratively

• Affordability: A capital financing strategy will be required 
to support the building of a new leisure estate.  
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Key decision: capital phasing (Jan13)

Indicative plan for major investment city-wide 
over ten years:

– Phase 1: Investment Programme
(Windsor/Olympia; Andersonstown; Girdwood)

– Phase 2: Reform of Local Government 
(Avoniel; Castlereagh; Lagmore/Poleglass/Colin)

– Phase 3: One Public Estate
(Ballysillan; Ozone; Shankill; Loughside; Whiterock)

Presenter
Presentation Notes
Phases II and III – still subject to political discussion
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Key decision: capital funding (Jun13)

£105m capital expenditure affordability limit: 
– Building conditions surveys
– Quantity surveyor industry estimates

Capital financing strategy :
Funding Source Year Finance

£m
Expenditure
£m

Belfast Investment Fund 2014 3.23 38.00

Efficiency Savings 2016 2.00 23.50

Local Government Reform 2015 2.00 23.50

Medium term financial plan 2018 1.70 20.00

TOTAL 8.93 105.00
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Key decision: decision schedule (Oct13)

Business options appraisal 
(Oct – Dec13)

SP&R Committee ‘in principle’ decision Dec 2013

Business planning and due 
diligence testing to realise £2m  

(Jan – May 14)

New Council confirm ‘in principle’ decision, on basis 
of due diligence reports and full business plan 

June 2014

Business plan implementation 
(July 14)

En
ga

ge
m

en
t w

ith
 st

af
f a

nd
 tr

ad
e 

un
io

ns
 

in
c.

 st
ud

y 
vi

sit
s,

 ro
ad

-s
ho

w
s a

nd
 fo

rm
al

 co
ns

ul
ta

tio
n



www.belfastcity.gov.uk/leisure
8

Business model appraisal (Dec13)

Deloitte analysis and workshop: 
• Transformed In-House (Net saving = £582,500)
Needs radical change programme to achieve and sustain what has been difficult 
before; and implementation and management of a robust employee/service 
performance framework.

• Non Profit Distributing Organisation (Net saving = £2,160,477)
A single focus organisation with the opportunity to import skilled leadership and 
expertise from other NPDOs; public value organisation, controlled by Council; there 
are over 100 examples of successful delivery of NPDO option.

• Private Sector Partnership (Net saving = £1,758,639)
Likely to involve long and expensive procurement process; and need to generate 
commercial profit will require significantly reduced costs/increased income; 
surpluses distributed to private shareholders.

Presenter
Presentation Notes
Track record in negotiating and managing internal change is weak:Pool water testing duties – 3 years negotiation; industrial action threat; direct instruction issuedIntroduction of Duty Manager (stand-by) post – 1 year to negotiate despite career progression benefits; still not fully implemented in all centresManagement of overtime – last year 41% over planned budget, total £736kManagement of sickness – corporate attendance policy not yet fully implemented; 13.05 days lost per leisure employee in 12/13Training shoes – 2 years negotiation before agreement on introduction of new shoes; recent increase in Occ. Health complaints.
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Potential Belfast NPDO (Dec13)

Characteristics of a Belfast leisure trust would include: 
– Mission to pursue a wider public good i.e. working with others to improve the 

health of the population, especially those most in  need
– Non-profit distributing with surpluses reinvested for public good/into the 

service and asset base
– Democratically accountable through the contract specification agreed with 

Council.  Council will remain the owner of capital assets
– Board to include stakeholder representation from elected Members, staff, trade 

unions, strategic partners and industry experts 
– Tax efficient (covering general tax, VAT and Non Domestic Rating).
– Ability to raise capital from range of sources e.g. grant-aid
– Potential to offer employee incentivisation scheme
– Ability to deliver social clauses e.g. apprenticeships; local suppliers; fair trade

In addition, a number of ‘guarantees’ in relation to protection for 
incumbent staff, to be developed in consultation with the TUs.
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Capital financing strategy dependent on £2m 
savings from leisure, therefore decision on:

Preferred business model option to deliver those 
savings – only NPDO can achieve this; otherwise
Re-visit capital financing strategy – ambition, 

scope and timeframe in April 2015

Decision required
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Discussion
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