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Huntingdonshire

DI STRICT COUNZCIL

Dear Councillor

CABINET - TUESDAY, 19 MARCH 2024

| enclose for consideration at the above meeting the following presentations
Agenda Item

No.

6. ONE LEISURE LONG TERM OPERATING MODEL (Pages 244 - 255)

To consider a report by the Head of Leisure Services on an Independent
Review of the Long-Term Operating Model for One Leisure.

Executive Councillor: S Taylor

7. ONE LEISURE MEMBERSHIP ARCHITECTURE REVIEW(Pages 256 -
263)

To consider a report by the Head of Leisure Services on the One Leisure
proposal to re-brand, re-align and modernise the membership architecture.

Executive Councillor: S Taylor
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Independent Review of the
Long-Term Operating Model
for One Leisure
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Huntingdonshire
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Interim Head of Leisure & Health Remit | ‘1

1. Review of One Leisure’s commercial sustainability and
operation.

N

Implementation of a medium term financial and operational
plan.
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3. Facilitate an independent review of One Leisure and to gain
approval for the long-term delivery model; in house, arm's
length trust, LATC, or full commercial model*
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Independent Review — Core Focus
1. Short Term Operating Models (2-3 years)

2. Bulit Facility & Playing Pitch Strategies

3. Medium (3-5 years) & Long-Term Operating Models (5+
years)
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Post Covid
Leisure Market
Assessment

Recovery Delivery
Challenges Options

* Pre-pandemic the leisure sector was buoyant.

« COVID-19 closed off income lines — during lockdowns.

« Strict re-opening rules — reduced capacity — increased cleaning — income down significantly.

« Some signs of market recovery — but market tension to create a competitive marketplace not
rebalanced yet.

« Covid recovery remains a key factor + utility cost increases, inflation & cost of-living crisis.

« Some authorities currently reluctant to invest £££s in a major procurement exercise with
outcome uncertain & may not improve current position.
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Short Term Operating Models A
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d ransformed In House — (Recommended Option)
W

D ATC
N

L
Market Solution (Outsourced)

gﬁreation of a Trust or not-for-profit entity

« Market Conditions, Head of Service contract extension = Transformed In-House model is considered to
provide the best solution for the Council in the immediate short-term.

« Service and corporate capacity to implement an alternative delivery would severely stretch HDC — risk of
resource diversion.

* Review market conditions through an Early Market Engagement exercise and reconsider LATC option

* Full Council control is maintained with the Transformed In-House model
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Bulit Facility & Playing Pitch Strategies

-
« Key considerations: - sustainability of the current operating model; delivery models; capital investment to
refurbish/develop new facilities to enhance the offer - essential to protect/increase revenues.

J

N
v  Strategies adopted by the Council in June 2023.
J
N
« Sport England ‘gold standard’ endorsed strategy - robust evidence base to support and enable improved
- sporting facilities for Huntingdonshire residents. )
5
N « Commission Phase 2 - Financial Appraisal to determine the scale of the investment need may help to
o both influence and clarify potential funding sources, developer contributions and deliverability of schemes.)
@]
N N
R » Financial Appraisal will require a focussed approach over a long period of time — the strategies span 2
decades and are for the entire district not just the Council. )
~
* The Council has a lead role in supporting the delivery of these strategies and shortfall in provision but
should not be the sole owner or funder. )
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Bulit Facility & Playing Pitch Strategies

Action Short Term Medium Term Long Term
2-3 Years 3-5 years 5+ years
Decarbonisation Feasibility (x3 sites) X
Deliver Decarbonisation Scheme (x3 sites) X X
Produce an Aquatic Strategy [ X
Sawtry Swimming Pool Interim Arrangement X X
Huntingdon Sports & Health Hub Feasibility X
~dluntingdon Sports & Health Hub Delivery X X
(gSt Neots Leisure Centre Feasibility X
@St Neots Leisure Centre Delivery X X
NSt Ives Leisure Centre Pool Expansion Feasibility X
SSt Ives Leisure Centre Pool Expansion Delivery X X
NRamsey Leisure Centre Gym Expansion X
%ports Halls Feasibility X
Sports Halls Delivery X X
Fitness — Additional Stations X X X
Dance Studios — Refurbishment Programme X X
3G Pitches Feasibility X
3G Pitches Delivery X X
Commercial Opportunities
e Café Bar Refurbishment Design & Delivery X
e Feasibility of Commercial Opportunities X X X
e Delivery of Commercial Project X X X
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Crg]aative Commercial Thinking — & Opportunities
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Short Term Operating Models Timeline

The strategic direction for One Leisure

Transformed Re-Evaluate Deployment of LATC
In-House or External Market Solution
.-
)
Q
o)
O Long Term Delivery
23 Model Determined
X
IS 2024/25 2025/26 2026/27 2027/28
[ Project & Programme Delivery
Phase 1 Decarbonisation
Feasibility Feasibility Phase 1 Facility
Investment

Feasibility Phase 2
Decarbonisation
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Medium (3-5 years)& Long-Term Operating
Models (5+ years)

One Leisure should operate as the Transformed In-House model, operating to optimum efficiency wherever
possible, however that objective is reliant on adequate and continued investment in transformation & facilities.

M/L Term operating models determined by assessing One Leisure performance, horizon scanning and testing
the market through an Early Market Engagement exercise - potentially leading to a full procurement event.

Assess market conditions.

Key opportunity for One Leisure & future leisure provision is developing partnerships with the health sector, and
particularly the relationship with a maturing ICB.

The pivot to health requires & will allow the in-house team to develop a broader systems leadership role with
partners and safeguard some of the financial risks in the leisure market.

Prudent to review the operating model periodically, doing this on a 3—5-year cycle is considered to be
reasonable approach.
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Summary of Key Recommendations \

* Resource the “Transformed In-House” One Leisure for future
success

1. Establish a set of Transformation Design Principles and an Outcomes
Framework for the service

2. Review and manage the delivery of the proposed 3-year Action Plan

 Engagement with the health sector and other wider health and
wellbeing partners
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« Commission decarbonisation feasibility studies

« Commence feasibility studies for potential capital investment
schemes across the leisure estate
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One Leisure Membership
Architecture Proposal
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Purpose of the Report

* Re-brand, re-align and modernise the membership architecture and pricing
« Consistent branding across all One Leisure activities

* Redefine its existing memberships and introduce new packages with
added value to support financial sustainability

* Align pricing with the new online joining process and improve the customer
experience

 Play a key role in returning One Leisure back to its pre-pandemic
membership base
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Proposal — Rebrand Memberships

Existing Branding New 2024 Branding Rationale for Change
Badminton/Squash/Table Tennis | One Raquets Stronger branding
Roller Skating/ Soft Play / Kids | One Kids

.ﬂ or Sxating Sofl ay/ Sds : Marketing uniformity
Fitness classes Pay-as-you-go | One Group Exercise

Cyclone To be removed , included in
Platinum

Solo One Gym (Replace
'Impressions’ branding)

Aqua One Swim

Platinum One Platinum
One Diamond

One Diamond Plus

Transparency of product offering
with simple to understand titles

Streamlining of offering. Removal
of minimal use membership

Clear KPI areas

Premium higher tier branding
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Proposal — New Memberships

Diamond membership (£55 per
month)

Inclusive access of the Pure Spa
Pilot and if successful permanently
implement 8-
day advanced bookings rights
(currently 7 days for Platinum
members (group exercise)

Free unlimited family swimming
Access to all One Leisure sites
Partner memberships are available
for £100 per month and an annual is
£550 (12 months for the price of 10
months)

This will be launched from April
2024

Diamond Plus membership (£65
per month)

Inclusive access of the Pure Spa
Pilot and if successful permanently
implement 14-day advanced
bookings (currently 7 days for
Platinum members (group exercise)
2-hour peak time racquets

Free Soft Play

1 x Free Ten Pin Bowling (St Ives
Indoor Leisure Centre)

Free monthly guest pass for friends
or family (limited to 4 per month)
Multi discounts on product offerings
across One Leisure

Partner memberships are available
for £120 per month and an annual is
£650 (12 months for the price of 10
months)

We are seeking approval of this
membership package in principle
but reserve the right to implement
it upon successful evaluation of
the Diamond membership sales
and take up post April 2024

Junior membership is aimed at 11 —
15 years olds (£20 per month)

Unlimited Swimming (at all One
Leisure sites)

Off peak court usage

Junior Gym access

Junior group exercise classes (to be
launched from 18t April 2024)

Free access to Roller Skating (at all
One Leisure sites)

Full access to all One Leisure sites
Annual memberships are available
at £200 per annum (12 months for
the price of 10 months)

This will be launched from April
2024



Why this approach?

» Clearer marketing offer

* Improved customer journey on the new online joining
platform

 Clearer membership options driving more commercial sales
* One Leisure remains competitive

» Supports greater usage & increases physical activity across
the family

* |t will contribute to the longer-term financial sustainability of
One Leisure and work towards achieving pre-pandemic
levels.
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Recommendations

. Re-brand of One Leisure’s existing membership architecture to support

compatibility with its new online joining platform and to support wider
Improvements to customer service delivery;

. One Leisure can re-align and modernise the membership architecture and

pricing across all One Leisure sites;

. One Leisure can implement three new membership options to support the

sustainable operation of facilities, maximising access and supporting the wider
commercial sustainability of One Leisure;

. That this proposal forms a significant part of the process and journey of returning

One Leisure back to its pre-pandemic membership base and thus strengthening
its financial resilience as a non-statutory service, whilst contributing significantly
to the council’s corporate plan objectives around resident outcomes.



QUESTIONS?
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