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Forew ord

As Chair  of  Settle  Area  Swimming  Pool,  I am  pleased  to  provide  this  
foreword  to  our  2020- 2025  business  plan  which  seeks  to  provide  resident s  
and  visitors  with  good  quali ty,  affordable  swimming,  health  and  wellbeing  
services  of  which  they  can  be  proud.  

Settle  Pool  has  been  in  opera tion  since  1974  when  it  was  built  by  local  
subscrip tion  responding  to  local  concerns  about  the  need  for  children  to  
learn  to  swim.  It  has  opera t e d  since  then  manag e d  by  truste e s  and  sustained  
by  strong  local  fundraising  and  suppor t .  

We  fully  unders t a n d  the  import an c e  in  providing  a  swimming  pool  in  Settle  
and  will  continue  to  use  our  local  unders t a n din g  and  networks  to  bring  
additional  value  into  the  area  under  our  chari table  delivery  model.

In  order  to  achieve  this,  our  lates t  business  plan  sets  out  to  provide  a  long-
term  sustaina ble  future  for  the  pool  answering  four  key  ques tions:

1. What  we  intend  to  do  and  why?

2. How  and  when  we  will  do  it?

3. How  much  it  will  cost?

4. How  we  will  fund  it  and  keep  it  going?  

The  5  Year  Business  Plan  has  been  developed  by  the  Trustees  with  suppor t  
from  professional  advisors  provided  by  Sport  England  and  assume s  
comme nc e m e n t  on  1st  April  2020  running  to  31st  March  2025.  

It  provides  the  framework  for  the  developm e n t  of  the  services  and  resource s  
required  over  the  next  five  years ,  with  focussed  business  developm e n t  
improvem e n t s  over  the  first  three  years  including  the  delivery  of  a  health  and
wellbeing  extension  to  the  pool  to  help  provide  a  long  term  sustainable  
solution  for  this  much  loved  and  well  used  local  ameni ty.  

It  demons t r a t e s  that  our  proposed  investm e n t  in  the  pool  would  have  a  
significant  positive  impact  that:

a. has  a  high  strat egic  fit  with  national  and  local  economic,  health ,  and  
planning  stra te gies ,

b. is  strongly  suppor t e d  by  local  consulta t ion,

c. is  justified  in  respec t  of  demand  and  marke t  best  prac tise  and  insight,

d. will  significantly  drive  up  participa tion  rate s,  addressing  levels  of  
inactivity,  with  positive  health  and  economic  benefits;  and

e. will  provide  positive  running  cost  balances  following  the  capital  
improvem e n t s .   

We  would  like  to  thank  all  our  custom e r s  who  have  contribu te d  to  the  
success  of  the  swimming  pool  and  we  look  forward  to  working  with  you  on  
this  exciting  new  phase  of  developme n t  which  will  help  improve  the  health  
and  happines s  of  our  community.



Pat  Taylor:  Chair  of  Trustees      

                         

1. Introdu c t i o n

Introd u c t i o n

This  business  plan  has  been  developed  by  the  trustees  of  Settle  Area  Swimming  
Pool  [‘SASP’]  and  Health  Hub  for  the  period  1  April  2020  to  31  March  
2025.      

The  purpose  of  this  docume n t  is  to  ensure  a  long- term  sustainable  plan  can  be  
delivered  for  the  swimming  pool  and  in  doing  so  providing  assura nc e  to  
our  custome rs ,  partne r s  and  prospec tive  funders .  

Backg r o u n d

In  2017  Settle  Area  Swimming  Pool  was  established  as  a  Chari table  
Incorpora t e d  Organisa t ion  and  is  governe d  by  a  board  of  truste es  who  
have  a  legal  responsibility  for  the  manag e m e n t  of  the  chari ty  and  its  
resource s  and  are  held  account  by  the  membe r s hip .   

The  legal  struc tu r e  was  chosen  on  the  basis  that  it:

1. maximised  the  financ i a l  effic i e n cy  of  its  activities,

2. allowed  the  organisa t ion  to  have  the  flexibi l i ty ,  com m e r c i a l  
agil i ty  and  spe e d  of  deci s io n  making  to  allow  it  to  develop  new  
activities  and  par tne r s hips ,  and

3. enabled  the  organisa t ion  to  maintain  a  close  working  
relationship  with  custome r s  under  a  ‘local  peopl e  mana g i n g  
local  servic e s’  ethos  and  free  membe r s hip  to  residen ts .

Under  this  struc tu re ,  membe r s ,  of  which  there  are  curren t ly  211,  the  
opportuni ty  under  the  consti tu t ion  at  regula r  intervals  to  make  key  
decisions  and  vote  for  trust ees .  Furthe r  details  of  the  consti tu t ion  can  be  
obtained  from  the  secre t a ry  and  the  details  of  the  curren t  trustees  are  
provided  at  the  end  of  the  plan.

In  2015,  Settle  Area  Swimming  Pool  commissione d  external  advisers  to  review  
the  struc tu r e  and  financial  sustainability  of  the  organisa t ion  and,  in  2016,
a  business  plan  was  approved  which  set  out  the  possible  options  for  the  
future  manag e m e n t  and  opera t ion  of  the  pool.  

The  review  concluded  there  was  a  need  to  retain  the  swimming  pool  and  
provide  a  new   changing  village  facility  and  to  build  an  extension  with  
multi- purpose  commu nity  spaces  suitable  to  develop  the  seconda ry  spend
at  the  centr e  from  a  commu nity  café,  exercise  studio  and  meeting  rooms.

In  2018,  an  applicat ion  was  submit te d  to  Sport  England’s  Community  Asset  
Fund  [‘CAF’]  to  provide  additional  capital  to  build  an  extension  and  new  
changing  rooms  for  the  swimming  pool.



In  2019,  Sport  England  reviewed  SASP’s  business  plan,  and  provided  funding  
(c£10,000)  to  further  develop  the  scheme  to  provide  a  potent ially  
affordable  project  through  appointme n t  of  an  archi tec t ,  quanti ty  surveyor
and  specialist  business  planning  suppor t .

This  plan  is  the  culmina tion  of  this  phase  of  work  and  was  complete d  and  then  
submit ted  to  Sport  England  in  Februa ry  2020  as  part  of  the  evidence  
base  for  the  CAF  fund  bid.  

Our  Charitab l e  Object iv e     

‘To promote  for  the  benefit  of  the  inhabitan t s  of  Settle  and  the  
surroun ding  area  the  provision  of  facilities  for  recre a t ion  or  other  
leisure  time  occupa tion  of  individuals  who  have  need  of  such  facilities  
by  reason  of  their  youth,  age,  infirmity  or  disablem en t ,  financial  
hardship  or  social  and  economic  circumst a n c e s  or  for  the  public  at  large
in  the  interes t s  of  social  welfare  and  with  the  object  of  improving  the  
condition  of  life  of  the  said  inhabitan t s’.  

Our  Miss io n

Helping  our  communi ty  lead  active , fun  and  sociable  lives  by  working  
with  partne r s  to  provide  a  local  health  and  wellbeing  hub  that  people  
love

In  keeping  with  the  chari table  objective,  the  truste es  have  established  the  
following  aims  for  th e  running  of  the  facilities:  

4. to  provide  a  safe,  clean  and  friendly  environme n t ,  
5. to  provide  custome r  focussed  services ,  
6. to  establish  and  maintain  good  relationships  with  our  membe rs ,  

clubs,  schools  and  other  users,  
7. to  ensure  that  the  pool  is  financially  sustainable  and  is  run  

efficiently  within  defined  financial  targe t s ,
8. to  suppor t  continual  reduction  in  our  CO2  emissions.  
9. to  maximise  usage  of  the  pool’s  facilities  and  to  balance  the  

recrea tion al  progra m m e  with  the  needs  of  the  local  commu nity  
conside ring  varying  degre es  of  ability  and  aptitude  including  
teaching  both  children  and  adult  non- swimmers  how  to  swim  and  

10. to  maintain  optimum  levels  of  trained,  motivated  and  flexible  staff.  
 

The  trustees  wish  to  ensure  the  facility  meets  the  needs  of  residen t s  and  wants  
to  encoura g e  the  developme n t  of  a  balanced  leisure  progra m m e  which  
can:  

11. tackle  inactivity  by  working  locally  with  local  partne r s ,   

12.genera t e  interes t  and  aware n e ss  in  health  and  wellbeing  activities,  

13.develop  and  promote  all  activities  that  improve  physical  and  
mental  health ,   

14.encoura g e  participa tion,  compe ti t ion  and  achieveme n t  in  sport ,   

15.develop  training  and  coaching  courses  for  all  age  groups,  

16. foster  educa t ional  usage  of  the  facility,  and   



17. increase  the  numbe r  of  disabled  people  participa ting .   

Our  aims  and  objectives  can  be  summa rised  as:

‘more  peopl e ,  more  active ,  more  ofte n’

Custo m e r  Focu s s e d  Delivery   

In  order  to  deliver  our  aims  and  objectives  we  recognise  the  importa nc e  of  local
focussed  custome r  delivery  in  everything  we  do,  summa rise d  in  the  
diagra m  below.

           

Current  Facil i t i e s

Settle  Area  Swimming  Pool  (SASP)  comprises  of  a  20m  x 7m  indoor  swimming  
pool,  with  a  varying  water  depth  of  0.9m  gradua ting  to  a  maximum  depth  
of  2m,  located  in  the  pictures q u e  town  of  Settle,  situat ed  in  the  Yorkshire  
Dales  National  Park  and  in  close  vicinity  to  Pen- y-Ghent,  one  of  the  
"Yorkshire  Dales  Three  Peaks".

Since  its  opening  in  1974  the  pool  has  been  manag e d  by  a  voluntee r  commit te e  
of  local  people.  SASP’s  aim  has  always  been  to  provide  a  high- quality  
facility  which  can  be  enjoyed  both  by  the  residen t s  of  Settle  and  
surroun ding  areas  can  enjoy,  as  well  as  by  visitors  to  the  area,  with  water
quality  and  cleanliness  of  the  building  being  importa n t  along  with  a  wide  
range  of  activities  for  a  range  of  ages  and  abilities.

Propo s e d  Futur e  Facil i t i e s  

SASP  are  planning  to  provide  the  following  facilities  from  October  2022,  the  
new  facilities  are  shown  in  BOLD :

18.20m  x 7m  Swimming  Pool,
19.Multi- purpo s e  Studi o ,
20.Rece pt i o n  with  Com m u n i ty  Café,
21.Meet in g  Roo m,  
22.Villag e  Changi n g  Roo m s ,  and  
23.Entranc e  with  a  new  Active  Fronta g e  easi ly  visibl e  from  the  

main  road.   

Local  Context  

SASP  is  in  the  distric t  of  Craven  and  is  one  of  5  swimming  pools  on  4  sites  
across  the  Craven  District  local  authori ty  area.  The  5  pool  sites  are  in  the  
main  centr e s  of  populat ion  of  the  very  rural  Craven  District  area,  most  of  
which  lies  within  the  Yorkshire  Dales  National  Park.

The  main  town  of  Skipton  in  the  south  east  corne r  of  the  area  has  a  Craven  
District  Council  owned  and  manag e d  facility  at  Craven  Swimming  Pool  & 
Fitness  Centre ,  which  has  a  25m  6- lane  main  pool  and  a  small  



learne r / t e ac hin g  pool.  SASP  makes  up  one  of  the  remaining  3  sites  and  
plays  a  key  role  in  providing  commu nity  accessible  swimming  provision  in
the  west  of  Craven  Distric t.  The  two  other  sites  are  at  Giggleswick  School
(18m  4- lane  pool)  which  has  no  gener al  public  access  to  its  pool  and  
Upper  Wharfedale  School  (20m  3- lane  pool)  which  has  limited  communi ty
access

Craven  District  Councils’  (‘CDC’)  adopted  indoor  facilities  stra tegy  for  the  
distric t  identifies  the  importa nc e  of  SASP  in  meeting  recomm e n d e d  
require m e n t s  for  the  provision  of  water  space  for  the  residen ts  of  Craven  
distric t,  par ticular ly  in  relation  to  its  significant  geogra p hical  location  in  
the  west  of  the  dist ric t.  

CDC  has  historically  provided  an  annual  grant  to  assist  SASP  to  run  the  pool  but
removed  the  grant  in  April  2016  due  to  auste ri ty  measur e s .  

The  consequ e n t  financial  uncer t a in ty  that  this  has  brough t  togethe r  with,  the  
curren t  financial  opera t ing  position  and  a  willingness  to  address  the  
curren t  situa tion  by  SASP  commit tee  membe rs  has  been  the  catalyst  to  
conside r  the  future  of  the  pool  and  to  produce  this  Business  Plan.

SASP  recognised  that  on  its  own,  its  commit te e  does  not  have  all  the  requisi te  
skills  to  develop  this  Business  Plan  and  consequ e n t ly  FMG  Consulting  
Limited  (FMG)  was  appoint ed  by  SASP  in  Novemb e r  2019  to  assis t  the  
developme n t  of  the  Business  Plan.  

SASP  has  worked  with  FMG  to  identify  the  struc tu r e  of  the  business  plan,  
building  upon  the  previous  work  under t ak e n  by  the  group.

Strate g i c  Context  - Local  Alignm e n t  to  the  National  Frame wor k

Physical  Activity  and  Sport  has  been  recognised  by  successive  governm e n t s  as  
an  importan t  tool  to  suppor t  several  the  key  agenda s  such  as  physical  and
mental  health,  educa tion,  employmen t ,  regen e r a t ion ,  and  communi ty  
cohesion.

The  Governm e n t’s  curren t  stra tegy  provides  an  impetus  to  get  people  of  all  ages
moving.   It  also  encoura g e s  and  emphasises  collabora t ive  working  across  
national  Governm e n t  depar t m e n t s  as  well  as  there  being  a  strong  focus  
on  the  role  that  collabora tive  and  multi- agency  working  with  local  
par tne r s  must  play  in  suppor t ing  the  step  change  that  is  requir ed  to  
tackle  inactivity.

These  national  priori ties  from  Govern me n t  stra t egy  align  with  priorities  for  
Sport  England,  and  importa n t ly  in  Craven  District,  both  from  the  
Council’s  stra te gic  objectives  and  the  SASP  aims  and  objectives.   

The  importa nc e  of  multi- agency  working  is  also  recognised  in  the  areas  of  
public  health ,  spor ts  developme n t ,  adult  social  care,  educa tion  and  
communi ty  provision.  Close  collabora tion  betwee n  local  par tne r s  covering
these  areas  will  be  integr al  to  getting  Craven  distric t  more  active  as  a  
whole  and  thus  realisa tion  of  the  ambition  to  make  Settle  and  the  
surroun ding  area  a  thriving  place  to  learn,  work,  live  and  care,  as  well  as  
achieving  other  key  related  outcomes .



We  have  sought  to  summa rise  this  shared  stra tegic  vision  in  figure  1.1  below  
along  with  some  key  cross  cutting  enable rs  to  provide  bette r  outcome s  
which  we  have  identified  as  being  critical  to  the  success  of  our  business  
in  the  future .

24.Stron g  Governa n c e ,  Leader s h i p  and  Advoca cy:  will  be  
fundam e n t a l  to  driving  change ,  focussing  on  key  priori ties  and  
ensuring  the  Council,  Opera to r  and  stra te gic  par tne r s  collabora t e  
effectively.

25.Susta i n a b i l i ty  and  Fundin g:  maximising  the  use  of  available  
resourc es  and  opportuni t ies  through  investme n t ,  partne r s hip,  
innovation  and  collabora t ion  to  become  more  sustainable .

26.Active  Environ m e n t s :  recognising  that  the  natural  and  built  
environme n t  are  fundame n t a l  enabler s  or  barrie rs  to  people  
leading  a  more  mentally  and  physically  active  lifestyle.

27.Effec t iv e  Market i n g  and  Com m u n i c a t i o n s : under s t a n din g  that  
what  and  how  we  commu nica t e  will  be  key  to  influencing  attitudes  
and  behaviours  towards  being  more  mentally  and  physically  active.

28.Peopl e  develo p m e n t :  recognising  people  are  key,  whethe r  as  
leader s ,   front- line  opera t ional  staff  or   voluntee r s .  The  service  will  
need  staff  with  a  great e r  skill  range  to  deliver  new  and  innovative  
progra m m e s  to  help  increase  custome r  satisfaction.

29.Local  insig h t ,  unders t a n d i n g  and  learnin g:  Making  informed  
decisions  underpinn e d  by  an  under s t a n din g  of  people,  and  
effective  evalua tion  of  what  works  and  why.

Figure  1.1  below  demons t r a t e s  how  Settle  Area  Swimming  Pool’s  outcome s  
clearly  align  with  both  national  and  local  par tne r  organisa t ions .     



Figure  1.1  – Vision  and  Shared  Outco m e s

Gove r n m e n t  

Physical  Wellbeing
Mental  

Wellbeing
Individual  Developme n t

Social  & Community  Developm en t
Eco no mic Develop m e n t  

S po r t  E n gla n d  

Inactive  people  becoming  more  active
More  positive  attitudes  towards  young  people

Improved  progression  and  inclusion  to  develop  talent
Improved  Governan c e

Inc r e a s e d  dive r si ty a n d  lea d e r s hip
More  resilient  habits

More  diverse  voluntee r s
Demand  led  sector  that  welcomes  all

Improved  financial  efficiency
A dive r s e  a n d  p ro d u c tive  wo rkforc e

Cr av e n  DC Vision  

'For  Craven  to  be  an  increasingly  prospe ro us  place  with  strong,  vibrant  commu nit ies  that  celebra t e  their  unique  rural
and  urban  set tings ,  and  where  all  residen ts  enjoy  a  good  quality  of  life.'

C r av e n  DC S t r a t e gic  P rio ri tie s  

Crea te  green e r  commu nit ies
Improve  the  economic  vitality  of  Craven ' s  marke t  towns  and  villages

Create  a  council  that  is  financially  viable  without  govern m e n t  grant  and  able  to  deliver  the  services  its  residen ts
require

En a ble  a c tive  co m m u ni tie s  a n d  imp rov e  q u ali ty of life  
Stimula te  business  growth  

Cross  Cu t tin g  ‘En a ble r s’



Gove r n a n c e,  Lea d e r s hip  a n d  Advoc a cy

Loc al insig h t ,  u n d e r s t a n din g  a n d  le a r nin g

Effec tive  M a rk e tin g  a n d  Co m m u nic a tions

Peo ple  Develop m e n t

Active  Enviro n m e n t s                       S u s t ain a bility a n d  F u n din g  

S e t tl e  Are a  Swi m min g  Pool S t r a t e gic  Objec tive

ACTIVE
Accessible  wider  range  of  facilities  and  progra m m e s  to  maximise  active  lifestyles

CREATIVE                             
Innovative  local  partne r s hip  and  commu nity  collabora tion  promoting  the  benefits  of  physical  and  mental  wellbeing  to

everyone  
HEALTHY  COMMUNITIES        

Tackling  inactivity  by  working  with  local  par tne r s  to   
genera t e  intere s t  and  awaren e s s  in  health  and  wellbeing  activities

RESILIENT  BUSINESS                       
Provide  a  facility  that  is  financially  sustainable  and  is  run  efficiently  within  defined  financial  targe t s ,  with  robus t

governa n c e .



SASP  has  always  been  largely  self- funded,  with  some  suppor t  from  local  dist ric t  and  
parish  councils.  It  was  regis te r e d  as  a  Chari table  Incorpora t e d  Organisa t ion  
(number 1 1 7 1 7 9 0)  in  Febru a ry  2017,  formerly  being  a  registe r e d  chari ty  
(number  523831).  More  informa t ion  can  be  found  on  the  pool  website  : 
http://www.se t t l eswim min g pool.co.uk/   

There  are  curren t ly  11  trust ees ,  who  have  extensive  experienc e  of  leisure  
manag e m e n t  and  of  managing  chari ties  and  other  organisa t ions .  The  pool  is  
run  by  an  employed  pool  manage r ,  assistan t  manage r  and  c20  part  time  
lifeguar ds  and  coaches.   

Financ i a l  Perfor m a n c e  Overview  

The  pool  budget s  for  a  20%  income  shortfall  each  year  of  c£44,000  in  2019/20,  
equivalent  to  c£850  per  week  which  is  subsidised  by  income  from  the  Chari ty  
Shop  to  enable  the  chari ty  to  achieve  a  small  annual  surplus  across  all  its  
trading  activities.

The  aim  for  the  future  is  to  provide  a  health  and  wellbeing  building  extension  to  the  
pool  which  will  increase  the  opportuni ties  available  for  local  people  to  become
mentally  and  physically  fitter  and  provide  a  long  term  sustaina ble  solution  for  
the  building  rathe r  than    reliance  on  the  chari ty  shop.  

The  financial  implications  for  SASP  are  provided  in  Section  9  of  the  Business  Plan  
however  SASP  are  clear  that  status  quo  is  not  a  long- term  option  for  the  pool.  

Delivery  Model  – includi n g  both  direc t  and  indire c t  servic e  solut i o n s  

The  proposed  delivery  method  assume d  in  our  business  plan  is  that  front  line  
services  will  be  delivered  as  now  through  our  dedica t ed  staff  and  voluntee r s  
however  we  also  will  explore  a  number  of  innovative  ‘turnkey’  partne r s hips  
and  collabora tions ,  some  of  these  will  be  manag e d  under  formal  service  level  
agree m e n t s  however  we  will  also  adopt  a  more  flexible  approach  to  
par tne r s hips  in  the  delivery  of  progra m m e s  and  services  in  the  future .

A critical  success  factor  in  this  business  plan  is  how  SASP  can  work  even  more  
effectively  with  local  partne r s  linked  to  the  proposed  investme n t s  which  will  
provide  a  much  wider  reach  than  the  curren t  standalone  pool.  

http://www.settleswimmingpool.co.uk/


2.  Key  Challe n g e s  and  Opportu n i t i e s

Introd u c t i o n

2.1 SASP  has  identified  the  key  challenges  and  opportu ni ti es .  This  review
provides  part  of  the  evidence  base  for  business  improveme n t s  which  are
developed  furthe r  in  Section  6  of  the  business  plan.   In  addition,  SASP  has
conside re d  the  findings  from  the  Sport  England  ‘Health  Check’  review
provided  by  their  appoin ted  consultan t s .

SLOT  Analysi s  

2.2 A review  of  the  curren t  pool  and  future  developme n t  has  been  under t ak e n  to
establish  its  intern al  streng th s  and  limitations,  provided  in  table  2.1,  and
opportuni t ies  and  threa t s ,  provided  in  table  2.2.   

Table  2.1  – Interna l  Stren g t h s  and  Limitat io n s

Streng t hs Limitations

 Strong  community  Suppor t  

 Active  voluntee r s  

 Improving  manag e m e n t  
effectiveness  

 Strong  links  with  local  primary  
schools

 High  level  usage  of  facility   

 Informal  and  friendly  
atmosph e r e

 The  only  indoor  activity  sports  
activity  available  for  local  
people  especially  children  that  
is  open  7  days  a  week .    

 A sound  financial  base  including
the  chari ty  shop  which  is  
gene ra t ing  a  consis ten t  and  
conside ra ble  income  to  offset  
the  inevitable  deficit  in  pool  
income  from  swimmers

 A plan  to  develop  and  extend  
the  building

 Excellent  site  for  car  parking  

and  Settle  College

 Aging  facilities

 Limited  oppor tuni t ies  for  
additional  offers

 Depend e n c e  on  fund  raising  

 Limited  suppor t  from  local  
author i ty  

 Size  of  the  pool  itself  and  the  
changing  and  viewing  areas .

 Age  and  const ruc t ion  of  the  
building  - old  and  out  of  date  
materials  – poor  insulation  etc

 Limited  and  declining  footfall

 Most  of  the  manag e m e n t  
processes  at  the  pool  are  
manual.  This  means  stra tegic  
manage m e n t  overview  is  
limited  due  to  lack  of  time,  and  
lack  of  automat e d  repor t ing

 No  coordina t e d  branding ,  
publicity  or  marke ting  stra te gy  
due  lack  of  specialist  skills

 No  struc tu r e d  marke t  resea rc h  
due  to  lack  of  professional  skills



 Strong  group  of  trustees  with  

drive  to  improve,  good  

commu nica t ion  and  respec t

 Good  training  suppor t  for  
voluntee r  organisa t ion  such  as  
Trade  Up  and  Communi ty  First  
Yorkshire

 Website  outda t e d

 Disappointing  lack  of  funding  
from  Craven  District  Council

 No  cent ral  docume nt  store  
which  leads  to  inconsis tency  
and  confusion   

 Old  building  has  very  poor  
insulation.  Means  heating  bills  
are  high  winter

 No  links  to  Settle  College

 No  link  to  Settle  Business  and  
Community  

Table  2.2  – Opportun i t i e s  and  Threat s

Oppor tuni t ies Threa t s

 Survey  indicat es  deman d  for  

additional  facilities  

 Opportu ni ty  for  increase d  

collabora t ive  relations  in  the  

area

 Absence  of  local  competi tion   

 To  use  the  suppor t  from  curren t
users  and  local  enthusias m  to  
build  a  much  more  
compreh e n s ive  spor t  and  health
and  wellbeing  facility.

 Create  a  hub  for  differen t  
populat ions  to  develop  new  
activities  stemming  from  their  
pool  use  – families,  young  
people,  senior  citizen  and  
disabled  people.

 Possibility  of  developing  more  
individualised  spor t  and  fitness  
provision  especially  for  people  
with  health  limiting  conditions

 To  use  the  suppor t  from  curren t
users  and  local  enthusias m  to  

 Charity  shop  revenue  is  critical  
to  financial  viability

 New  facility  space  may  have  
some  compet i tion  from  Settle  
Gym,  Coniston  Spa,  Whoop  Hall  
at  Cowan  Bridge,  Craven  
Leisure  at  Skipton

 Increasing  wage  costs  due  to  
obligato ry  govern m e n t  
employmen t  law

 Ageing  fabric  of  building  

becomes  more  costly  to  repair  

and  reduces  resilience  to  

weathe r



Oppor tuni t ies Threa t s

build  a  much  more  
compreh e n s ive  spor t  and  health
and  wellbeing  facility.

 Create  a  hub  for  differen t  
populat ions  to  develop  new  
activities  stemming  from  their  
pool  use  – families,  young  
people,  senior  citizen  and  
disabled  people.

 Possibility  of  developing  more  
individualised  spor t  and  fitness  
provision  especially  for  people  
with  health  limiting  conditions  

 New  building  developme n t  is  an

opportu ni ty  to  promote  the  pool  

locally

 Need  to  refresh  connec tions  

with  local  accom mo d a t ion  

providers .  

 Progress  new  website  with  

shared  docum en t  store  for  

trustees

 Bette r  commu nica tion  with  

Craven  District  Council

 Introduce  a  new  IT System  to  

improve  manag e m e n t  efficiency  

and  refresh  public  image.  

 New  housing  in  the  local  area  

means  a  growing  custome r  base

 Think  more  stra te gically  about  

marke ting  and  branding  to  

improve  custome r  impact

 Local  business es  could  offer  
pool  memb er s hip  as  an  
employmen t  benefit  (social  
prescribing)

Healt h  Check  Review  

2.3 A  ‘health  check’  review  of  the  previous  business  plan  for  SASP  was
under t ak e n  by  FMG  Consulting  on  behalf  of  Sport  England  in  2019  as  part  of
the  initial  stage  of  the  Community  Asset  Fund  applicat ion  (‘CAF’).



Key  Challe n g e s  and  Opportu n i t i e s  - What  does  this  mea n  for  Sett l e  
Area  Swim m i n g  Pool?

2.4 The  SLOT  analysis  and  health  check  review  has  highlighted  how  importan t  
the  pool  is  within  the  communi ty,  the  introduction  of  the  chari ty  shop  is  
providing  significant  income  which  in  turn  has  the  potential  to  suppor t  
sustainability  and  developme n t  of  the  pool.   There  is  local  suppor t  for  
developme n t  of  more  facilities  to  increase  the  range  of  activities  available  
and  a  wide  range  of  potential  benefits  by  working  more  in  partne r s hip  with  
local  stakeholde r s  under  a  new  health  hub  theme.

2.5 The  developme n t  of  partne r s hips  and  a  more  collabora t ive  approach  is  
required  going  forward  and  bette r  use  of  IT to  help  strea mline  administ r a t ive
purposes  and  provide  bette r  commu nica tion  and  marke ting .  

From  this  initial  review  we  plan  to  develop  several  service  improveme n t s  which  are  
covered  later  in  the  business  plan,  these  include  several  which  we  plan  to  implemen t
during  2020/22  including:

 Investme n t  in  a  new  ‘EPOS’  till  system  with  online  booking  and  lesson
manag e m e n t  capability.

 A new  web  site  making  it  cleare r  what  activities  are  available  and  
when,  and  furthe r  engage m e n t  asking  local  people  what  activities  
and  services  they  would  like  to  see  provided  at  the  centr e  in  the  
future  through  the  net  promote r  system  (NPS).  

 Furthe r  developme n t  of  partne r s hips  and  local  voluntee r s  by  
providing  additional  resourc es  through  a  new  part- time  communi ty  
engag e m e n t  and  business  developme n t  post;  and

 A review  of  branding  for  the  site  following  investme n t .

The  next  section  provides  our  plans  for  commu nica t ions  and  marke ting .



3.  Com m u n i c a t i o n  and  Market i n g  

Introd u c t i o n  

SASP  have  identified  the  need  to  improve  thei r  communica tion  and  
marke ting  as  a  key  compone n t  of  our  future  sustainable  business  plan.   

The  objectives  of  our  future  marke ting  and  communica t ions  work  is  to:

1. Improve  our  unders t a n din g  of  who  our  custome r s  are,  what  they  want,  
and  where  they  come  from  through  bette r  resea rc h  and  planning.

2. Increase  the  use  of  SASP  and  in  doing  so  improve  the  health  and  
happiness  of  the  local  commu nity,

3. Maintain  and  grow  the  income  of  SASP  including  identification  and  
applica tion  to  externa l  grants ,

4. Developing  furthe r  collabora tion  and  teamwork  with  our  partne r s  and  
voluntee r s ;  and

5. Measure  perform an c e  and  provide  local  insight  to  inform  bette r  
decision  making  by  embracing  modern  technology  such  as  investme n t  
in  a  new  softwar e  to  opera t e  the  facility,  and  by  using  the  well- known  
Net  Promote r  System  (‘NPS’)  for  developing  ongoing  feedback  and  
insight  from  our  custome r s ,  staff  and  voluntee r s ,

6. Impleme n t  an  annual  marke ting  work  plan  (see  Appendix  G).  

Our  marke ting  and  communica t ion  can  be  summa rise d  as:

‘Engaging  the  right  people  in  the  right  place  at  the  right  time’

Com m u n i ty  Life  Focus  

To suppor t  delivery  of  these  objectives  our  focus  will  be  ‘more  people  more  
active,  more  often’.   The  following  three  key  areas  of  the  commu nity  life  will  
enable  us  to  focus  our  services  on  improving  health  and  wellbeing,  
establishing  SASP  as  a  communi ty  hub  and  providing  opportu ni ties  to  
provide  in  a  range  of  activities.

Health  and  Wellbe i n g
We  help  local  neighbour hoo ds  and  commu nit ies  to  improve  their  
wellbeing  through  access  to  progra m m e s  of  suppor t  that  help  them  
become  more  active,  more  often  and  to  adopt  a  healthie r  lifestyle.

Com m u n i ty
We  want  SASP  to  be  a  communi ty  hub,  where  you  can  participa t e  in  a  
range  of  physical  and  social  activities.  In  addition  to  getting  people  
more  active  to  benefit  their  health,  and  teaching  impor tan t  life  skills  



such  as  swimming,  we  also  provide  many  other  activities,  such  as  
helping  older  people  to  remain  active  and  to  socialise,  activities  for  
young  people  that  they  are  interes t e d  in  and  providing  oppor tuni t ies  for
families  to  have  fun  togethe r .

Lifelo n g  Habit
We  want  to  increas e  the  opportu ni t ies  for  people  to  participa t e  in  a  
range  of  different  spor ts  and  activities,  both  inside  and  outside  and  we  
will  work  with  partne r s  including   National  Governing  Bodies  to  deliver  
progra m m e s  that  make  it  easier  to  access  and  make  it  fun  for  beginne r s
or  return e r s ,  helping  to  crea t e  habits  for  life.

Practi c a l  Applicat io n  

In  order  to  maximise  the  marke ting  resource s  available  SASP  will  marke t  
and  promote  its  activities  through  a  clear  allocation  of  responsibilities,  a  
clarity  of  approach  and  marke ting  principles  and  will  focus  on  the  following:

1. Consisten t  use  of  our  brand.

2. Use  of  clear  messag e s  and  media  for  the  custome r s  SASP  are  trying  
to  attrac t  Make  the  most  of  free  marke ting  (produce  a  social  media  
action  plan;  targe t  follower  no’s  etc,  email  and  NPS  feedback;),  

3. Regular  reviews  of  local  signag e  on  roads  and  approach e s ,

4. Targe t  marke t ing  of  fitness  classes ,  available  spaces ,  and  efficient  
manag e m e n t  of  curren t  activities.  

5. Clear  targe ting  of  marke t  segment s  

6. Developme n t  of  a  distribution  list  including.

7. Planned  promotions/Ca mp a ig ns  – such  as  Swim  England  targe t e d  
swimming  campaigns  and  Sport  England’s  “this  girl  can”.

Reso ur c e s  

We  have  built  into  this  business  plan  marke ting  resource s  in  line  with  
indust ry  bench m a r k s  as  c1.5%  of  income.   This  equates  to  c£1.7k  per  annu m  
by  year  3.   

Local  and  natio n a l  insig h t  

It  is  importa n t  to  unders t a n d  the  local  and  national  marke t  we  are  opera t ing  
within  and  we  have  therefore  under t ak e n  a  review  of  the  local  demogr a p hics  
as  well  as  an  overview  of  national  trends  in  participa tion.

Natio n a l  Insig h t

Sport  Engla n d  – Active  Lives  

The  lates t  Active  Lives  survey  was  published  by  Sport  England  in  April  2019.



The  survey  results ,  based  on  data  gathe r e d  from  Novembe r  2017  to  
Novembe r  2018,  concludes  that  a  total  of  498,100  more  people  (aged  16+)  
are  meeting  the  Chief  Medical  Officer’s  guidelines  of  doing  at  least  150  
minutes  of  modera t e  intensi ty  physical  activity  a  week  compar e d  to  12  
months  ago.

More  women,  older  adults  and  disabled  people  and  those  with  long- term  
health  conditions  are  also  getting  active,  along  with  the  numbe r  of  inactive  
adults  – those  doing  fewer  than  30  minutes  of  physical  activity  a  week  – has  
reduce d  by  185,000.

This  is  a  ‘step  change’  when  compare d  to  previous  Active  People  survey  
results  with  the  figures  meaning  that  62.6%  of  the  adult  populat ion  are  now  
classed  as  active,  with  25.1%  now  inactive

Perhaps  unsurp r isingly,  the  resea rc h  continues  to  show  that  enjoyment  is  the
bigges t  motivator  for  the  active  while,  for  those  who  are  not  active,  
perceived  ability  has  the  biggest  impact  on  how  much  they  do.

Despite  these  more  positive  results ,  stubborn  inequali ties  remain,  with  key  
headlines:

30.Women  from  lower  socio- economic  groups  and  black  and  South  Asian  
commu nit ies  are  less  likely  to  be  active

31.There  was  no  change  in  the  numbe r  of  people  from  lower- socio  
economic  groups  who  are  getting  active  and  they  remain  significantly  
less  likely  to  be  active  than  those  from  highe r- socio  economic  groups

32.South  Asian  and  black  adults  are  the  least  likely  to  be  active.

The  survey  also  shows  that  the  activity  habits  of  the  nation  continue  to  
change:

33.Walking  for  leisure  and  travel  (number s  grew  to  26.9  million),
34.Adventu re  sports  (hill  and  mountain  walking,  climbing  and  

orientee r in g)  saw  significant  growth,
35.Fitness  activities,  driven  by  gym  sessions,  are  the  most  popular  activity  

after  walking.  Within  this  category,  yoga  and  Pilates  grew  in  populari ty,
while  fitness  classes  like  Zumba  became  less  popular ;  and

36.Free  weight  (e.g.  kettle  bell)  sessions  have  grown  in  populari ty  for  
women.

Importa n t ly  for  SASP  swimming  levels  have  stabilised  after  a  period  of
decline,  with  peaks  seen  in  outdoor  and  open  water  swimming  during  the

summe r  heatwave  of  2018

But  while  ways  of  getting  active  are  becoming  more  diverse ,  our  resea rc h  
also  shows  that  5.5m  people  who  are  not  curren t ly  active,  don’t  feel  they  can  
be  active.

Things  are  moving  in  the  right  direction;  however ,  stubborn  inequali ties  
remain  which  show  that  spor t  and  physical  activity  still  isn’t  appealing  to  
everyone.



From  a  sports  perspec t ive,  even  though  large  numbe r s  of  the  population  still  
do  traditional  sports ,  number s  are  not  growing.

Overall  football  par ticipa tion  has  decrea s e d ,  but  women’s  football  remains  
stable

Overall  cycling  levels  have  dropped,  with  outdoor,  road  cycling  and  racing  
par ticipa tion  down.  However ,  indoor  cycling  sessions  saw  continue d  growth  
and  a  spike.

Concl u s i o n s  - Prac t i c a l  Ste p s  and  Targ e t e d  Inte rv e n t i o n

It  will  be  more  import an t  than  ever  that  spor t  and  physical  activity  providers  
think  about  the  practical  steps  they  can  take  to  make  their  spor t s  more  
welcoming  and  inclusive  to  all.  People  on  a  low  income,  women  and  black  
and  South  Asian  people  are  still  less  likely  to  be  active.  Examples  of  
successful  progra m m e s  to  suppor t  positive  change  include  a  new  stage  of  the
This  Girl  Can  campaign,  Fit  Got  Real.

The  resea rch  also  sugges t s  that  people  continue  to  gravita te  towards  
activities  that  can  fit  into  their  busy  lives,  that  are  enjoyable  and  where  
ability  doesn’t  have  to  matte r .

In  summary,  the  fact  that  traditional  sport s  participa tion  isn’t  growing  is  
conce rning  conside ring  their  importa nc e  in  the  fabric  of  the  nation  and  the  
positive  social  and  commu nity  benefits  they  can  bring.  The  sector  must  
therefore  strive  for  great e r  local  insight  and  become  more  demand  led  as  a  
result  focussing  on  activities  that  are  enjoyable,  affordable  and  accessible.”

Swim  Engla n d   

Swim  England’s  four- year  stra tegy  was  launched  in  2017  ‘Towards  a  nation  
Swimming’  dovetailing  to  the  Governm e n t s  stra t egy  of  ‘Towards  an  Active  
Nation’.

The  stra te gy  attemp t s  to  reinforce  Swim  England’s  commitme n t  to  
suppor t ing  everyone  involved  in  swimming  including:

37.Members ,  
38.Partne r s ,  
39. swimming  workforce,  
40. those  learning  to  swim;  and  
41. those  who  already  swim  regularly.

Swim  England  have  set  the  following  stra tegic  objectives:

1. Provide  strong  leade rship  and  be  the  recognised  authori ty  for  
swimming,

2. Substan t ially  increase  the  numbe r  of  people  able  to  swim,  
3. Significantly  grow  the  number  and  diversi ty  of  people  enjoying  and  

benefit ting  from  regular  swimming,  
4. Create  a  world  leading  talent  system  for  all  our  disciplines,
5. Deliver  a  high  quality,  diverse  and  motivated  workforce  within  

swimming,
6. Streng t h e nin g  our  organisa t ional  sustainability  for  future  genera t ions .



Although  Swim  England  are  unable  to  offer  financial  suppor t ,  they  are  now  
offering  SASP  consulta t ion  on  marke ting  and  progra m min g.   

Activity  Allianc e  

The  Activity  Alliance  is  a  national  chari ty  that  suppor t s  organisa t ions  to  
encoura g e  inclusive  practise s ,  promoting  bette r  oppor tuni t ies  for  people  with
disabilities  who  are  some  of  the  hardes t  to  reach  groups.  

SASP’s  approach  of  delivery  through  a  funded  commu nity  engage m e n t  
memb er  of  staff  will  help  develop  this  importa n t  area  of  our  work.   

SASP  will  consider  the  ‘Portway  Lifestyle  Centre’  as  an  example  of  good  
practise  of  a  ‘buddy  scheme’  as  resea rc h  under t ak e n  by  Activity  Alliance  
sugges t s  that  70%  of  disabled  people  want  to  take  par t  in  activity  with  other  
able- bodied  people  with  more  severely  disabled  people  more  likely  to  
exercise  in  groups  with  a  similar  disability.   

Furthe r m o r e ,  people  with  a  disability  are  likely  to  be  twice  as  inactive  as  
those  without  a  disability.

Three  common  factors  were  revealed  as  part  of  Activity  Alliance  62  centr e  
marke t  resea rc h  which  conclude d  that:  

SASP  will  work  with  the  Activity  Alliance  following  appoin tm e n t  of  the  
communi ty  engag e m e n t  post.

Local  Insig h t  

Unders t a n d i n g  our  Local  Market  

It  is  importa n t  to  unders t a n d  the  local  marke t  we  are  opera t ing  within  and  
we  have  therefore  under t ak e n  a  review  of  the  local  demogra p hics  for  the  
District  which  are  provided  in  Appendix  xx – Demogra p hic  Review  with  a  
summa ry  of  findings  provided  later  in  this  section.

Catch m e n t  Analys i s  within  15  minut e s’  drive  time  of  Sett l e  Area  
Swim m i n g  Pool

We  have  analysed  the  15- minute  catchm e n t  around  the  curren t  Settle  
Swimming  Pool.  This  is  slightly  lower  than  the  20- minute  primary  distance  
that  is  used  in  dete r mining  the  demand  for  most  types  of  facilities  found  in  a  
leisure  cent re  and  is  used  by  Sport  England  in  their  modelling.  However,  the  
location  of  Settle  and  surrounding  settleme n t s  has  been  consider ed  in  this  
catchm e n t  size.
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Map  3.1  details  the  15- minute  catchm e n t  from  Sport  England’s  Active  Places  
Power  website .

Map  3.1  – Drive  Time  Catch m e n t  around  Sett l e  Swim m i n g  Pool

Excluding  the  15- 20- minute  band,  the  map  identifies  that  the  15  minutes’  
drive  time  catchm e n t  extends  well  outside  of  Settle  into  neighbou ring  
villages.  

Table  3.1  below  identifies  the  age  breakdown  of  the  popula tion  in  each  of  the
time  segmen t s  within  the  15- minute  catchme n t  drive  time.  The  Active  Places  
Power  tool  utilises  Census  informa tion  to  inform  the  catchm e n t  areas .

Table  3.1  – Up  to  15- minut e  drive  tim e  catch m e n t  around  Set t l e  
Swim m i n g  Pool

Age 
(Years)

0-2.5
Minutes

2.5-5
Minutes

5-10
Minutes

10-15
Minutes Total Total %

England
%

0-14 551 71 266 518 1,406 14.5% 17.7%

15-24 485 30 163 330 1,008 10.4% 13.1%

25-39 420 43 214 394 1,071 11.1% 20.2%

40-59 1,122 132 629 1,069 2,952 30.5% 26.7%

60-79 1,081 109 600 825 2,615 27.0% 17.7%

80+ 333 21 122 152 628 6.5% 4.6%



Total 3,992 406 1,994 3,288 9,680 100.0% 100.0%

Usin g  a  15  Minut e  Drive  Time

The  total  popula tion  within  a  15- minute  drive  time  of  Settle  Swimming  Pool  
is  c9,680  people  of  which  circa  8,274  are  15  years  or  older  (86%).  This  is  
higher  than  the  national  averag e  of  82%  indicating  an  older  than  average  
populat ion.  This  is  also  outlined  by  the  table  that  shows  the  40  years  and  
above  age  groups  are  the  only  groups  above  the  national  average .

In  terms  of  those  with  the  highes t  propensi ty  to  exercise  in  the  15- 39  years  
old  age  groups,  there  are  circa  2,100  people  (circa  22%).  This  is  below  the  
national  average  of  circa  33%  and  may  therefore  less  traditional  (e.g.  not  
gyms)  types  of  activity  in  a  group  environm e n t  are  likely  to  be  needed  to  
drive  participa t ion.  

A summa ry  of  the  main  findings  for  Craven  Distric t  is  provided  below:  

42.Craven  District  has  an  ageing  populat ion  that  is  expected  to  live  longer  
and  increase  in  number  in  the  future .  There  is  a  below  averag e  number  
of  people  in  the  working  populat ion  (58%  compar e d  to  63%  nationally)  
as  well  as  a  higher  number  of  people  aged  65+  years  (26%  compare d  to
18%).  

43.The  working  age,  most  notable  16- 44  years  old  will  have  the  highes t  
propensi ty  to  participa t e  and  therefore  the  pricing,  progra m mi n g  and  
facility  mixes  will  be  importan t  to  attrac t  the  older  populat ion.

44.Unemploymen t  is  below  average  with  1%  claiming  Jobseeke r s  
Allowance  (JSA)/Universal  Credit  (UC)  compar e d  to  3%  nationally.

45.Depriva tion  is  low  across  the  District  with  4%  of  the  popula tion  within  
the  20%  most  deprived  neighbou rh ood s ,  compar e d  to  20%  nationally.

46.The  District  has  a  higher  than  averag e  number  of  people  who  own  their  
homes,  74%  compare d  to  64%  nationally,  with  many  houses  with  no  
mortga g e s  (42%  compare d  to  31%),  leaving  a  lower  number  of  people  
renting.  This  may  sugges t  disposable  income  for  spor t  and  leisure  
activities  is  available  to  residen t s .

47.The  populat ion  of  the  District  has  social  grades  higher  than  the  England
averages  for  the  AB group  which  have  access  to  the  highes t  amount  of  
disposable  income.  There  are  also  a  higher  numbe r  of  people  in  the  C2  
group.

48.Life  expec ta ncy  is  above  national  average s  for  both  males  and  females.
49.Above  averag e  number  of  people  with  a  car  or  van,  sugges ting  residen ts

often  need  to  travel  in  the  District .
50.Health  is  gene rally  bette r  than  the  national  average ,  although  is  often  

below  regional  figures .  Some  key  issues  include  diabe t e s  and  alcohol  
related  issues.  

51.The  ONS  Subnational  Populat ion  Projections  has  highlighte d  that  
betwee n  2019  and  2029,  whilst  there  is  only  a  circa  1,300  increas es  in  
populat ion  in  total  (2%  compare d  to  5%  nationally),  the  70+  years  age  
group  is  expec ted  to  increas e  by  2,600  people  with  other  younger  age  
groups  decreasing .  This  informa tion  outlines  that  the  populat ion  is  
ageing  in  the  District .



User  and  Non- user  Consul t a t i o n

A user  and  non- user  survey  consulta t ion  questionn ai r e  was  under t ak e n  in  2016/17  
with  428  respons es  received,  the  key  results  are  summ ar ise d  as  follows:

Users

The  survey  findings  from  curren t  users  indicated  that:

52.The  range  of  activities  within  the  pool  progra m m e  curren t ly  meets  the  
needs  of  those  that  swim.  Swimmers  fall  mainly  into  two  groups,  
swimming  for  health  and  fitness  and  swimming  for  fun,  enjoyment  and  
family  time.

53.There  is  a  relatively  sound  custome r  base  of  regula r  swimmers  with  
opportu ni ty  to  conver t  those  that  swim  once  a  week  to  more  than  once  a
week  and  monthly  swimmer s  to  weekly  and  so  forth.  This  is  coupled  
with  an  opportu ni ty  to  attrac t  new  custome rs  from  those  who  curren t ly  
choose  not  to  swim  at  Settle  Pool.

54.Opening  times  and  the  pool  progra m m e  sessions  times  are  the  bigges t  
issue  for  curren t  custome r s .  This  is  reinforced  by  the  ‘other’  column  
where  on  reviewing  comment s  31%  refer r ed  to  more  early  morning  or  
evening  swimming  needing  to  be  available

Non  – Users

Survey  finding  for  non–use rs  of  the  pool  who  respond ed  indicated  that:

55.The  two  main  reasons  were  their  own  available  time  and/or  the  pool  
progra m m e ;  the  latte r ,  if adjusted  might  mean  some  for  whom  time  is  a  
const rain t  may  become  conver te d  to  swim  at  the  pool.

56.Several  respond e n t s  wanted  to  be  able  to  access  other  facilities  other  
than  the  pool.  In  the  additional  commen t s  people  noted  they  would  like  
access  to  a  sauna,  and  studio  for  other  forms  of  use  including  exercise.  
This  has  been  considere d  along  with  general  improveme n t s  to  
mainten a n c e  and  cleanliness  which  respond e n t s  highlighted  as  barrie rs  
to  using  the  pool.  

57.Other  commen t s  furthe r  reinforced  the  poor  condition  of  the  changing  
rooms.  All these  comment s  could  be  linked  to  a  view  that  people  
conside r  the  pool,  poor  value  for  money.

58.Curren t ly,  there  are  several  potential  custome r s  who  cannot  swim  and  
would  like  to  learn.  How  adult  lessons  are  progra m m e d  and  promoted  
will  be  conside re d .

59.All responde n t s  provided  informa tion  on  their  prefer r e d  times  to  swim.  
Mornings  and  evenings  midweek  were  most  popula r.   At weeken ds  
people  had  no  strong  preferen ce  and  the  respons es  were  evenly  spread  
througho u t  the  day.



What  cust o m e r s  want  in  the  future…….  

Import an t ly,  in  the  context  of  our  future  to  develop  the  pool,  is  that  over  50%  of  our  
curren t  users  have  told  us  that  they  would  like  to  see  improvem e n t s  to  the  
changing  facilities  with  44%  asking  specifically  for  improveme n t s  to  shower  
facilities.

In  addition,  non- users  highlighte d  that  they  wanted  to  be  able  to  access  other  
facilities  than  the  pool  including  health  and  fitness  activities.

Sport  Engla n d  Market  Seg m e n t a t i o n

Analysis  of  Sport  England’s  marke t  segmen t a t ion  model  comprising  of  19  ‘sporting’  
segme nt s  has  been  under t ak e n  as  par t  of  SASPs  previous  business  plan.

This  found  that  catchm e n t  for  the  pool  is  dominate d  by  males  and  females  from  their
mid- 20’s  through  to  55  years  of  age  who  are  looking  to  balance  work,  caree r s  
and  families.   There  is  also  an  older  popula tion  form  56  years  and  upwards  
who  are  nearing  retirem e n t  or  are  retired .

The  curren t  pool  progra m m e  will  therefore  be  developed  to  ensure  that  activities  are
offered  which  meet  the  needs  of  the  dominan t  segmen t s  in  terms  of  type  and  
timing  of  aquatic  activity.  

When  comparing  the  marke t  segme nt a t ion  data  to  the  survey  resul ts  this  furthe r  
suppor t s  why  respond e n t s  felt  that  the  pool  opening,  and  session  times  were  
an  issue.  

There  is  curren t ly  limited  opportu ni ty  to  swim  in  the  evenings  and  during  the  day  
the  pool  progra m m e  is  weighted  heavily  towards  those  aged  60+.  There  are  
opportuni t ies  to  widen  the  progra m m e  to  make  swimming  more  accessible  for  
a  larger  percen t a g e  of  the  populat ion  and  link  new  ‘dry’  based  activities  at  
peak  times  as  part  of  the  proposed  extension  in  areas  such  as  indoor  cycling,  
paren t  and  toddler  sessions,  and  group  exercise.

Dema n d  

The  2015  -2032  facilities  stra tegy  by  Craven  District  Council  was  adopted  in  2016  
and  confirmed  the  importa nc e  of  protec ting  the  swimming  pool  in  Settle,  with  
a  specific  recomme n d a t ion  that  the  pool  be  replaced  and  enhanc ed  during  the  
period  of  the  stra t egy  at  c£5m.   However ,  no  hotspots  of  deman d  were  
identified  with  a  total  estimate d  shortfall  of  1.17  lanes  across  the  distric t.   

In  terms  of  fitness  stations  the  stra te gy  concluded  that  overall  there  were  sufficient  
provision  in  the  Distric t  to  meet  curren t  and  future  demand  and  therefore  
developing  a  facility  that  provides  a  more  flexible  space  for  meetings ,  group  
exercise  and  social  events  at  Settle  would  be  more  in  line  with  the  stra tegie s  
findings.   The  local  gym  in  Settle  is  ran  by  a  private  company,  it  is  not  staffed.  
It  does  not  provide  indoor  group  cycling  classes .   This  is  conside re d  a  



mainst r e a m  of  popular  forms  of  exercise  in  the  UK and  links  well  to  the  high  
level  of  cycling  in  the  Settle  area.  

Current  Reac h  of  the  Servic e s  

A postcode  mapping  of  our  curren t  users  has  been  under t ak e n  to  help  inform  our  
marke ting  planning  going  forward.  

Current User Postcode Map

Pricin g  

Our  curren t  policy  is  to  review  prices  on  an  annual  basis  making  change s  based  
mainly  on  levels  of  CPI  inflation,  but  taking  into  account   change s  in  deman d  
for  par ticula r  sessions  etc.  Prices  for  the  new  extension  are  included  in  the  
financial  model  covered  later  in  this  plan  and  are  based  on  our  unders t a n ding  
of  local  marke t  rates  and  custome r  feedback.

Progra m m e  

A review  of  the  curren t  swimming  progra m m e  has  been  under t ak e n  along  with  
developme n t  of  a  new  progra m m e  of  activities  for  the  planned  extension.

A copy  of  the  draft  progra m m e  can  be  found  in  Appendix  F  with  a  summa ry  of  the  
key  service  developme n t s  provided  later  in  Section  8  of  the  business  plan.



Fundrai s i n g  and  Spons or s h i p

The  main  sources  of  our  fundraising  activity  will  be  from  our  Chari ty  Shop,  from  
donations  and  from  extern al  grant  suppor t  from  bette r  engag e m e n t  and  
par tne r s hip  linked  to  specific  targe t s  set  by  trustees  to  the  proposed  new  post  
of  communi ty  engag e m e n t  and  business  developme n t .

Marke t i n g  & Prom o t i o n s  Sum m a ry   

In  order  to  maximise  the  opportuni t ies  identified  in  the  business  plan  we  will  utilise  
the  resourc es  available  to  marke t  and  promote  the  existing  and  proposed  new  
facilities  with  a  cleare r  allocation  of  responsibilities  and  approach.

During  2020/21  we  will  focus  on:   

 Introducing  a  new  web  site,

 Introducing  a  new  front  of  house  ‘elect ronic  point  of  sale  system’  
(‘EPOS’)  with  associate d  manag e m e n t  software  providing  online  
bookings  and  course  adminis t r a t ion  capability,

 Developme n t  of  a  consis ten t  brand,  and  marke ting  collate r al  with  clear
messag e s  and  media  for  the  custome r s  SASP  wants  to  attrac t ,

 Producing  an  annual  marke ting  schedule  with  four  planned  promotions
using  existing  resources  from  Sport  England  and  Swim  England,   

 Bette r  engag e m e n t  with  our  local  par tne r s  by  increasing  our  
resource s ,   

 Maximising  use  of  ‘free’  marke ting  through  developme n t  of  our  social  
media  presenc e  targe ting  followers  and  building  up  a  datab as e  of  local
users .)  

 Reviewing  our  signage  on  roads  and  approac h es ,  and

 Developme n t  of  a  wider  local  network  of  media  outlets ,  e.g.  pubs,  
res tau r a n t s ,  DIY shops,  schools.

In  the  next  section  we  consider  the  developme n t  of  our  local  commu nity  
engag e m e n t .    



4.  Com m u n i ty  Enga g e m e n t ,  Partn er s h i p  
and  Collaborat i o n

The  importa n c e  of  collabora t i o n ,  develo p i n g  partner s h i p s  and  
enga g e m e n t  at  a  local  level  

4.1 SASP  is  an  established  indepen d e n t  organisa t ion  in  the  Craven  District  which
aims  to  deliver  health  and  wellbeing  opportu ni ties  for  all.

4.2 SASP  recognises  the  synergies  that  are  developed  from  partne r ing  
arrang e m e n t s  which  include  fundraising,  voluntee r ing ,  provision  of  space  
and/or  promotion  of  activities.

Partner  Consu l ta t i o n  

4.3 A previous  partne r  survey  consulta t ion  questionn ai r e  from  2016  received  25  
responses ,  of  the  respons es  only  four  organisa t ions  identified  themselves  as  
being  a  par tne r  and  other  than  Settle  Swimming  Club  all  others  indicated  
that  this  was  as  a  result  of  their  financial  contribution  to  the  pool.  

4.4 What  was  clear  from  the  survey  is  that  we  need  to  do  more  work  in  the  
future  to  engag e  with  curren t  and  potential  partne r s ,  and  to  sell  the  mutual  
benefits  of  working  more  closely  with  SASP.

4.5 Therefore ,  we  have  sought  to  furthe r  develop  this  key  area  of  work  through  
the  appoin tm e n t  of  a  new  par t- time  position  from  October  2020  of  
‘Com m u n i ty  Enga g e m e n t  and  Busin e s s  Develo p m e n t ’ , the  role  will  
repor t  to  the  SASP  Manage r ,  and  directed  by  the  board.

4.6 Their  role  will  be  to:

 Developme n t  of  pathways  into  sport  and  relationships  with  local  spor ts
clubs,  schools  and  communi ty  groups  in  line  with  both  National
Governing  Bodies  of  Sport  contributing  to  the  swimming  pools  vision
and  objectives,

 Collabora t e  with  partne r s  (including  the  Local  Authori ty)  to  cross-
pollinate  audiences  and  messag es ,  develop  physical  activity  both  inside
and  outside  the  pool  with  specific  focus  on  those  organisa t ions
identified  in  this  section.

 Work  in  par tne r s hip  with  residen t s ,  commu nity  groups  and  educa tion
and  schools  to  deliver  new  sessions,  develop  voluntee r s  and  enhanc e  a
broade r  local  use  of  the  facilities.

 Market  and  promote  the  services  in  appropria t e ,  imagina tive  ways
including  but  not  limited  to  the  product ion  of  only  elect ronic  news
bulletins  and  social  networks,



 Develop  new  areas  of  business  for  the  pool  including  meetings  and
social  activities  beyond  traditional  spor t.

4.7 Our  aim  is  to  re- position  Settle  Area  Swimming   Pool  as  a  communi ty  health  
and  wellbeing  hub  following  the  building  of  the  extension,  one  that  can  play  
an  increasingly  role  in  improving  the  physical  and  mental  health  and  
wellbeing  of  our  local  communi ty  as  a  place  to  meet ,  keep  fit,  and  have  fun.

4.8 There  are  circa  70  local  organisa t ions  and  groups  that  provide  opportuni ties  
for  people  to  engage  in  the  Settle  hinte rland  alone.   

4.9 Below  is  an  infograp hic  which  demons t r a t e s  this,  and  we  have  used  this  as  
par t  of  the  review  on  how  and  who  we  would  engage  with  in  the  future  to  in  
order  to  improve  the  health  and  wellbeing  of  our  communi ty.

Figure  4.1:  Partner s h i p  Infogra p h i c  – What’s  happe n i n g  in  Sett l e?
 

4.10 We  have  demons t r a t e d  in  table  4.2  below  how  we  plan  to  improve  our  
communi ty  engag e m e n t  and  partne r s hip  through  an  unders t a n ding  of  who  
we  work  with  now  and  why,  and  who  we  plan  to  work  with  in  the  future  and  
why.     



Partn er s h i p  Develop m e n t  and  Collabora t i o n

Table  4.2  – Who  we  work  with  now.

Who  we  work  with  
regular ly  on  a  day  to  day  
basis  delivering  the  
services  

What  we  do  togethe r  
(including  funding  if 
appropria t e)

Outcome s:   How  this  
partne r s hip  contributes  
to  our  Vision  and  
Objectives

Friends  of  Settle  Pool To  date  the  Friends  have  
taken  a  major  role  in  local  
fundraising  and  in  
maintaining  relationships  
with  local  organisa t ions

The  Friends  intend  to  
close  once  the  Pool’s  
building  progra m m e  is  
underw ay,  so  the  Pool  
needs  to  carefully  
conside r  how  to  absorb  
their  functions

Paper  – recycling  
voluntee r s

21  voluntee r s  represe n t e d  by
a  subcom mit t e e  pack  paper  
and  cardboa r d  6  days  a  week
for  re  cycling  which  raises  
circa  5K pa

Curren t  pape r  prices  may
work  agains t  this  activity  
in  the  long  term  – we  
need  to  find  new  ways  to  
involve  these  commit te d  
voluntee r s

Giggleswick  School Shared  use  of  both  pools The  cost  impact  of  
closure  of  Settle  Area  
Pool  during  the  building  
works  of  the  proposed  
extension  could  be  
reduced  with  agree m e n t  
with  the  school  to  
transfer  par t  / all  the  
commu nity  progra m m e  
including  swimming  
lessons.  

Phoenix  Gym Contac t  with  the  two  
personal  traine rs  and  the  
Launch  of  a  Joint  
Subscrip t ion

Bette r  publicity  may  help  
the  joint  subscrip t ion.  We
will  need  the  new  facility  
to  furthe r  this  
partne r s hip

Aireville  Pool Regular  contact  to  share  
good  prac tice  etc

This  is  ongoing  and  is  
limited  to  exchang e  of  
ideas  by  distance

Parish  Councils Annual  funding  from  most  
local  Parish  Councils  plus  a  
precep t  from  Settle  TC

Keep  the  Councils  well  
informed  of  our  plans  and
develop  tangible  
outcomes  for  their  
populat ion  that  they  will  
fund  and  suppor t  SLA 
suppor t

Giggleswick  Gardening  
Group

Contribu tes  to  the  upkeep  of  
the  outside  areas  of  the  pool

The  new  outside  space  
will  presen t  more  
opportu ni ties  for  a  bigger
contac t .  This  will  also  
grow  with  new  build  and  
new  activities  and  space,

Gigglewick  WI As above As above
Aireville  NHS  Hospital  Runs  a  weekly  Physio  Very  limited  partne r s hip  



Who  we  work  with  
regular ly  on  a  day  to  day  
basis  delivering  the  
services  

What  we  do  togethe r  
(including  funding  if 
appropria t e)

Outcome s:   How  this  
partne r s hip  contributes  
to  our  Vision  and  
Objectives

Trust refer r al  session  at  the  pool which  would  need  a  lot  of
work  to  develop.  
Distance  and  NHS  
priorities  curren tly  are  
barrie rs

Primary  Schools Use  the  pool  and  will  
adver tise  events .  Suppor t s  
paper  recycling

Introduce  new  users  
(children)  to  the  pool  and
teach  children  to  swim

Local  Business es Fund  raising  through  
Advertising  Boards  and  
Paper  recycling  and  raising  
funds  through  specific  
events.

Develop  corpora t e  
membe rs hip  and  develop  
sponsors hip  
opportu ni ties  and  
possible  dedica t ed  
sessions  for  staff.

Settle  College DOE  and  work  experienc e  
and  life  guarding  training  
Pool  Usage,  adver t ising,  
DOE  and  work  experienc e

This  relationship  needs  
developme n t  and  
ownership  at  the  top  of  
the  school  for  
developme n t

Table  4.2  - Who  we  want  to  work  with  in  the  future…….  

Who  we  want  to  work  
with  regular ly  to  achieve  
bette r  health  and  
wellbeing  outcomes?

What  can  we  do  togethe r? Outcomes:   How  could  
this  partne r s hip  
contribu te  to  our  vision  
and  objectives?

Paren t s  of  Under  school  
age  children

Plan  dry  side  use  of  new  
facilities  alongside  curren t  
baby  and  toddler  swims  plus  
exercise  for  their  parent s

Improvem e n t  in  facilities  
for  unde r  5s  and  their  
paren ts

Local  businesse s  and  
orgs

Provide  meeting  space.  
Potential  for  business es  to  
encoura g e  their  staff  to  use  
our  resource s .  Promote  
Health  at  Work.  Fundra ising

Use  of  our  resources ,  
suppor t  for  our  activities

Settle  Health  Centre Encoura g e  patien ts  to  take  
up  swimming  to  improve  
health

Reaching  potential  users  
that  are  otherwise  
difficult  to  reach.

Local  spor ts  clubs Develop  dialogue  with  them  
to  develop  joint  activities  and
promote  our  new  space  for  
them

Contribu te  to  the  vision  
of  developing  a  multi  
activity  health  and  
wellbeing  resourc e

Age  UK Develop  joint  activities  for  
older  people

As above

Stingrays  - Swimming  
Club

Improve  communica t ion  with
this  group  – to  find  ways  to  
work  more  closely  on  
compe ti t ive  swimming  

This  relationship  should  
be  core  to  our  vision  and  
objectives



Table  4.3  – Organi s a t i o n s  we  will  enga g e  with

Organisa t ion                              What  can  we  do  togeth e r?                    Outcome
Sport  England  Provide  suppor t  and  

exper t is e  in  facility  planning  
and  developme n t ,  active  
commu nit ies  and  funding  
opportu ni ties .

Bette r  and  more  
accessible,  popular  
activities  and  services  
for  local  people.  

Craven  District  Council  
and    

Share  resource s  and  
activities  where  our  activities
fit  into  the  Council’s  
stra te gy.  Approach  for  
funding  and  suppor t .

Bette r  use  of  resource s  
to  suppor t  our  
commu nity  delivery.

Swim  England Use  Swim  England’s  
resourc es  and  initiatives.  
Advice  and  suppor t  on  
progra m min g  and  marke ting.

Bette r  use  of  our  
resourc es ,  suppor t  for  
our  activities.

Activity  Alliance  Provide  suppor t  for  more  
accessible  facilities  for  
people  with  disabilities.

Developme n t  of  a  new  
buddy  scheme.

4.11 In  addition  to  our  multi- agency  approac h  above,  SASP  are  commit te d  to  
tackling  inactivity  focussing  on  hard  to  reach  groups  of  our  commu nity  
including:

 Young  Peopl e  - to  ensure  that  young  people  can  develop  their  skills  in
their  chosen  activity,  whilst  contributing  to  their  social  skill  base,  which
will  form  the  basic  backbon e  for  all  future  sports  par ticipa tion  in  the
area.

 Wom e n  16 +  -  to  ensure  that  more  women  par ticipa t e  and  recognise
that  spor t  and  active  leisure  is  a  part  of  a  healthy  and  construc tive
lifestyle.

 Peopl e  with  low  inco m e s  - so  they  can  afford  to  take  par t  in  spor t  and
physical  activities.

 Older  Peopl e  and  Peopl e  with  life lo n g  limit in g  illne s s  - to  ensure
that  they  have  the
opportu ni ty  to  remain  healthy  by  being  active.

 Peopl e  with  Disabi l i t i e s  – to  ensure  that  people  with  disabilities  can
take  part  in  activities  which  will  contribute  to  social  inclusion  and
benefit  their  health .

In  the  next  section  we  consider  ‘People’.



5.  Peopl e

Propo s e d  Solut io n s  

SASP  is  commit t ed  to  ensuring  that  the  system  and  arran g e m e n t s  for  staffing  the  
pool  are  designed  to  continually  improve  and  enhance  the  curren t  levels  of  
satisfaction  for  custome r s ,  and  most  import an t ly  to  provide  a  long  term,  low  risk  
sustainable  opera t ing  system  that  works  in  the  intere s t s  of  r  trustees  and  wider  
stakeholde r s .  

SASP  is  proposing  to  continue  to  directly  employ  key  opera t ion al  personn el  offering  
training  opportuni t ies  for  existing  staff  to  develop  in  advance  of  opening  the  new  
extension  providing  targe t e d  new  sessions  rathe r  than  gene ral  supervision  of  the  
area.  

In  addition,  SASP  will  also  conside r  alterna t ive  ‘sub- contr ac t ing’  opportuni t ies  with  
local  people  or  organisa t ions  that  can  provide  ‘turnkey  solutions’  in  areas  such  as  
personal  training,  running  groups,  pre- school  gymnas tics.   These  will  be  formalised  
by  means  of  detailed  Service  Level  Agreeme n t s .

We  have  assume d  that  existing  staffing  levels  will  be  retained  when  the  new  
extension  is  built  with  no  additional  staff  required  for  genera l  supervision.

A new  memb e r  of  staff  will  be  appointed  in  2020/21  to  enhance  our  communi ty  
engage m e n t  work  and  business  developm e n t  activity.   This  new  post  will  repor t  to  
the  curren t  manage r  and  be  directed  by  the  board  and  it  has  been  assume d  that  50%
of the  funding  will  come  from  extern al  suppor t .

Following  our  investme n t  in  new  IT systems  we  envisage  that  the  Pool  Manag er  will  
have  more  time  to  focus  on  developing  new  activities  and  manag e  the  pool  delivering
agains t  targe t s  within  the  Business  Plan.

Support  from  Traine d  Volunt e e r s

We  intend  to  further  enhanc e  our  workforce  through  trained  voluntee r s  to  provide  
additional  suppor t  in  our  activities.  This  will  be  a  key  role  of  the  new  business  
developme n t  post.   

In  addition  to  the  proposed  directly  employed  staff,  turnkey  solutions  and  voluntee r s ,
we  will,  on  a  need  by  need  basis,  buy  in  external  suppor t  where  and  when  necessa ry,
this  will  include  but  not  be  limited  to:  

 Local  Prope r ty  Maintena n c e  Companies  for  site  Repairs  and  
Mainten a n c e ,   

 Health  and  Safety  for  audit  purposes  and  advice,  

 Financial  Services:  some  accounta n cy  and  booking  keeping  suppor t ing  
repor t ing  our  sta tu to ry  and  board  require m e n t s

 ICT:  Some  ICT  suppor t ,  



 Business  Developme n t ,

 Learning  and  Developme n t ,

 Legal  Services  & Data;  and   

 Governan c e  

Learnin g  and  Develo p m e n t  

SASP  will  continue  to  develop  our  strong  ethos  to  help  deliver  our  objectives  through
learning  and  skills  developme n t  for  staff  and  others  involved  in  the  opera t ion  of  the  
pool.   This  will  involve  suppor t ing  and  directing  learning  interven t ions  at  group  or  
individual  level  and,  in  the  context  of  the  turnkey  par tne r s hips ,  in  a  way  that  is  
designe d  to  suppor t  our  aims  and  objectives.  

This  ongoing  learning  and  developme n t  will  ensure  that  our  staff,  and  partne r s  have  
the  right  skills  and  compe te ncie s  required  to  ensure  a  sustainable  and  successful  
service  delivery.  

This  will  include  but  not  be  limited  to:

 An annual  par tne r  and  voluntee r  workshop  and  training  session,

 Suppor t  on  learning  and  training  where  there  is  measur a ble  benefit  to  the  
organisa t ion,  such  as  the  continuous  learning  journey  will  develop  and  
motivate  partne r s  to  excel,

 Learning  that  is  targe t e d  on  key  performa n c e  needs,

 Suppor t  on  gaining  additional  qualifications  to  enhance  the  custome r s  
experienc e,

 Voluntee r  developme n t  and  recrui tme n t .  

SASPs  approach  to  learning  and  developm en t  is  to  set  up  par tne r s hips  with  the  right
people  based  on  personal  skills  first,  then,  if necessa ry,  provide  training  and  suppor t
as  approp ria t e  to  require m e n t s .  

Our  Priorit i e s  in  202 0 / 2 1  

We  will  recruit  a  new  par t- time  post  of  communi ty  engage m e n t  and  business  
developme n t .

We  will  formally  review  our  truste es  skills  (using  our  skills  matrix)  to  ensure  that  we  
continue  to  attr ac t  and  retain  the  highes t  quality  of  trustee s  to  suppor t  the  chari ty  
focussing  on  the  skills  that  will  bring  furthe r  bread th  to  the  board  in  the  future ,  such
as:  

 Community  Engage m e n t ,

 Financial  Manag e m e n t ,

 Human  Resources ,



 Business  and  Organisa t ional  Developme n t ,

 Digital  Transforma t ion,

 Marketing;  Facilities  & Safety  Manag e m e n t ;  and  

 Service/Process  Improvem e n t  exper t ise .  

Par tn e r s h i p  and  Com m u n i t y  Enga g e m e n t

We  will  set  up  a  Board  Director  led  working  subgrou p  to  suppor t  the  new  role  of  
commu nity  engage m e n t  focussing  on  the  developme n t  of  effective  collabora t ion.   

Key  work  areas  include:

• Recruitme n t  and  training  of  voluntee r s ,

• Forging  bette r  par tne r s hips  that  contribute  to  delivery  of  our  objectives  
and  outcome s,

• Networking  with  par tne r s  to  link  leisure  to  the  most  vulnerable  in  the  
communi ty,

• Bette r  use  of  custome r  data,

• Managing  the  annual  voluntee r  and  partne r s hip  workshop  and  training  
session  conference ,

• Changes  to  product /facility  offer  to  promote  investme n t  in  the  cent re  for  
communi ty  benefi t;  and  

• Promoting  SASP  to  potential  new  users.  

In  the  next  section  we  consider  asse t  manag e m e n t .



6.  Asse t  Mana g e m e n t

Overview

Efficient  and  effective  housekee pin g ,  repair s  and  mainten a n c e  is  fundam e n t a l  to  the  
SASP’s  future  viability.  It  is  critical  in  attrac t ing  users,  driving  user  satisfac tion  and  
repea t  visits,  and  in  driving  efficiencies  and  savings  and  continual  reduct i o n  of  our  
carbo n  footprin t .  It  also  ensures  that  the  value  and  sustaina bility  of  the  asset s  of  
our  par tne r s  are  continually  developed,  grown,  and  protec t e d .  

SASP  through  its  work  with  its  local  sub- contrac to r s  will  manage  the  mainten a n c e  of
the  asset  ensuring  that  all  statu to ry  require m e n t s  are  under t ak e n  in  a  timely  
manner .   

The  compone n t  par ts  that  feed  and  influence  the  SASPs  Manag e m e n t  Strat egy  are  
set  out  in  Figure  6.1  below.

Figure  6.1  – Compo n e n t  Parts  of  the  Asse t  Maint e n a n c e  Strate g y



SASP  will  continue  to  work  in  par tne r s hip  with  its  partne r s  to  identify  and  under t ak e
the  manage m e n t  of  the  sta tu to ry,  reactive  and  lifecycle  mainten a n c e  works.  

Principl e s  of  the  Asse t  Mana g e m e n t  Plan

The  principles  of  our  asset  manag e m e n t  plan  are  to  ensure  that  facilities:

 Are  available  and  opera t ional  during  opening  hours,

 Comply  with  all  applicable  statu to ry  require m e n t s  and  legisla tion,

 Are  in  a  safe,  secure,  wind  protec te d  and  wate r t igh t  condition,

 Are  maintained  to  such  levels  of  condition  and  to  such  specifications  as  
are  consisten t  with  principles  of  good  estate  manag e m e n t  applied  to  the  
site  as  a  whole  in  accorda nc e  with  the  standa r d s  contained  within  the  
Heating  and  Ventilating  Contrac to r s '  Association  (HVCA)  SFG20  
guidance ,

 Are  maintained  in  a  manner ,  which  preven ts  dete riora t ion  save  fair  wear  
and  tear,  

 All work  is  carried  out  in  accorda n c e  with  appropria t e  British  Standa r d s  
and  Approved  Codes  of  Practice .

Condit i o n  Surveys  and  Plann e d  Asse t  Rene w al  (PAR)

SASP  commissioned  a  professional  survey  of  the  pool,  which  was  complete d  in  2016,
including  recomm e n d a t ions  and  potent ial  costings  for  necessa ry  repair s  and  
mainten a n c e .

This  report  revealed  some  backlog  of  regula r  mainten a n c e  and  decora tion.  It  listed  a
few  issues  eithe r  immedia tely  requiring  atten tion  or  likely  to  become  importa n t  in  
the  shor t  to  medium  term,  this  includes:  

 The  Flat  roofs  need  replace m e n t ,  

 The  Roof  eaves  may  require  bigger  gutte rs  to  cope  with  heavy  rainfall.  

A previous  concern  has  recen tly  been  rectified  by  the  installa tion  of  a  new  boiler  
system  which  should  provide  up  to  30%  bette r  efficiency  for  the  pool  and  capacity  to  
link  the  new  extension  heating  system.

Reso ur c e s  

Following  the  above  works  being  under t ak e n  the  SASP  have  made  the  following  
provision  within  the  budge t  in  the  business  plan  as  follows.

Repairs  and  maint e n a n c e  – Based  on  the  curren t  GIFA  of  452m2,  the  
curren t  cost  equates  to  £30  per  m2.  This  cost  remains  for  Year  1  but  reduces  
in  Year  2  whilst  the  work  is  going  on  for  3  months  i.e.  no  costs  proposed.  
When  the  extension  facility  opens,  we  estimate d  the  costs,  with  the  increase d
GIFA  of  617m2  (excluding  the  new  store),  to  total  £25  per  m2.  The  dry  side  



facilities  will  need  less  mainten a n c e  than  the  curren t  pool  facility.  Overall,  
this  is  an  increase  to  £15,600.

Other  premi s e s  cost s  - £8,300  in  line  with  the  curren t  costs,

Utili ty  cost s  – Costing  circa  £33,000  curren t ly,  this  equates  to  a  curr en t  
cost  of  £73  per  m2.  The  business  plan  conside r s  in  Year  1  the  replace m e n t  of
the  boilers  that  will  help  to  increase  efficiency;  however ,  the  30%  is  likely  to  
be  cancelled  out  by  the  future  tariff  increases .  Therefore ,  we  have  included  
only  a  5%  reduction,  saving  circa  £1,500  in  Year  1.  

Savin g s  - these  have  been  considere d  during  the  closure  with  a  15%  
reduction  to  circa  £27,000  in  Year  2  before  increasing  back  to  circa  £31,650  
in  Year  3  onwards.  This  equates  to  £51  per  m2  once  the  extension  has  been  
complet ed .

Cleanin g  – Curren t ly  at  £6.50  per  m2,  this  has  remained  for  the  new  facility,
increasing  from  circa  £3,000  to  £4,000  per  annum  from  Year  3  onwards.  
Considera t ion  for  closure  in  Year  2  has  also  been  included  in  the  business  
plan.

Build i n g  Lifecy c l e  Fund  Cont r i b u t i o n

The  financial  model  account s  for  deprecia t ion  of  £55,000  per  annum  over  ten  years  
to  suppor t  long  term  lifecycle  replace m e n t .    

Equip m e n t  Repla c e m e n t  

Carbon  Reduc t i o n  - Rural  Com m u n i ty  Energy  Fund

To  suppor t  our  ongoing  commitme n t  to  reducing  our  carbon  footprin t  we  will  
conside r  the  replace m e n t  of  the  single  glaze  glass  surroun din g  the  pool  and  other  
measu re s  to  reduce  energy  use.   We  will  therefore  apply  to  the  Rural  Community  
Energy  Fund  which  was  established  in  2019  to  suppor t  and  develop  renewable  
energy  projects  which  provide  social  and  economic  benefits  to  the  commu nity.

The  RCEF  provides  suppor t  of  up  to  £40,000  for  a  feasibility  study  for  a  renewa ble  
energy  project ,  and  grants  of  up  to  £100,000  for  business  developm e n t  and  planning.

In  section  7  we  conside r  IT and  Communica t ions  Technology.



7.  Inform a t i o n  and  Com m u n i c a t i o n s  Techn o l o g y  

Introduction

Our  Informa tion  and  Communica tion  Technology  (ICT)  will  play  an  increasingly  
importan t  role  in  allowing  the  Pool  to  deliver  bette r  services,  including  reliable  on-
site  high- speed  broadba n d  coverage  which  is  now  becoming  a  minimu m  custome r  
expec ta t ion.

The  Leisure  Databas e  Company’s  national  annual  ‘State  of  the  Indust ry’  repor t  from  
2018  sugges t ed  that  organisa t ions  that  did  not  invest  in  smar t  IT solutions  would  
continue  to  lose  marke t  share  to  competi tors .

SASP  recognises  its  responsibilities  under  GDPR  (Data  Protec tion  2018)  legisla tion  
and  has  an  experience d  trustee  who  is  responsible  for  Data  Protec tion.

Our  stra t egic  objectives  under  GDPR  are  to:

 Maintain  compliance  under  GDPR  and  the  role  of  our  partne r s .

 Maintain  Data  Protection  Officer  (Board  membe r).

 Demonst r a t e  accounta bili ty  in  processing  activities  (Policy);  and  

 Prepa r e  for  data  subject s  exercising  their  rights  (Policy).  

We  recognise  the  need  to  work  closely  in  par tne r s hip  with  our  ICT  turnkey  solution  
partne r s  to  suppor t  delivery  of  our  ICT  services  and  require m e n t s .

On  top  of  this  we  will  utilise  the  skills  and  experience  of  a  new  opera t ional  solution  
partne r  to  provide  a  suitable  EPOS  and  online  booking  system.  

A breakdown  of  the  elements  we  provide  now  and  will  provide  within  2020/21  
(BOLD)  are  listed  below:

 GDPR  Guidance,

 New  websi t e  with  basic  infor m a t i o n  about  the  servic e  with  links  to  
our  partn er  organi s a t i o n s ,

 EPOS  and  Online  Booki n g  syst e m  includi n g  a  ‘mobil e  app’,

 Teleph o n e  syste m  (VOP).   

 WIFI  insta l la t i o n  on  site  and  Micros o f t  36 5  applica t i o n s  to  mana g e
interna l  and  externa l  com m u n i c a t i o n s  and  gen er a l  day  to  day  
busin e s s :  and  

 Email  addresse s  for  the  Manag e m e n t  Board.   



In  addition,  our  ICT  service  provider  includes:   

 GDPR  suppor t ,  

 Service  Desk,

 Inciden t  / Problem  resolution,

 Manag e m e n t  of  the  organisa t ions’  securi ty,  data  and  service  
infras t ruc t u r e ;  and  companies’  infras t ru c t u r e  along  with  manag e m e n t  of  
all  ICT  asset s  through  effective  configura tion,  change  and  release  
processe s .

Keys  to  Succ e s s

Going  forward  we  consider  the  following  to  be  the  keys  to  our  success:  

 Strat egic  alliances  with  our  business  partne r s ,  

 Marke t  and  custome r- focused  leisure  manag e m e n t  software  systems  to  
enhance  our  sales  and  marke ting,  

 A new  fluid  website  and  mobile  applica tions  to  ensure  public  adoption  and
ease  of  use,

 Adoption  of  collabora tive  and  emerging  technologies;  and  

 Investme n t  in  hardwa r e .

Delivery

We  are  commit te d  to  delivering  these  change s  to  improve  performa n c e  firstly  and  
most  importan t ly  to  improve  communi ty  access  to  the  centr e  and  its  activities  and  
services.  

The  finances  to  suppor t  the  change s  have  been  included  in  our  business  plan  
financial  model  over  the  next  five  years.

In  the  next  section  we  provide  our  planned  facility  and  service  developme n t s .



8.  Facil i ty  and  Servic e  Develop m e n t s  

Why  are  we  inves t i n g  in  servic e  chan g e s  at  SASP?  

In  deciding  to  invest  in  service  changes  for  SASP  it  is  importan t  to  conside r  the  
stra te gic  context  as  well  as  local  need  to  bring  physical  health  and  wellbeing  to  the  
area.

We  have  sought  to  bring  these  togethe r  from  earlier  sections  of  the  business  plan  in  
figure  8.1  below.   

Figur e  8.1  - Sum m a r y  of  Key  Drive r s

Our  initial  proposed  changes  to  services  have  been  developed  from  our  local  
knowledge  and  from  previous  reviews  and  studies  under t ak e n  including:

 Custome r  surveys  and  local  insight  provided  by  the  board  of  trustees  and  
staff,  

 Performa n c e  bench m a r kin g  of  our  service,

 SWOT  analysis  of  key  challenge s  and  opportuni t ies ,

 Demogra p hic  analysis  and  review  of  local  supply  and  deman d,   

 Marke t  opportu ni t ies  through  best  practise  provided  by  our  suppor t  
consultan t s  FMG,  and

 Craven  Distric t  Council’s  adopted  built  facilities  stra te gy  2015- 2032.
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Propo s e d  Chang e s  to  Servic e s  includi n g  Improv e m e n t s  and  Inves t m e n t
Opportu n i t i e s

  

A summa ry  of  the  capital  developme n t  we  plan  to  deliver  are  provided  below,  the  
financial  implications  and  detailed  modelling  of  these  proposals  are  provided  in  
Section  9  - Financial  Implications .

Exten s i o n  to  the  swim m i n g  pool  creat in g  a  Com m u n i ty  Heal th  and  
Wellbe i n g  Hub   

Su m m a r y  of  Rat io n a l  for  Chan g e   

 Provides  a  long- term  sustainable  solution  for  a  stra t egically  importa n t  
facility  in  the  District .

 Suppor t  SASP’s  purpose  to  increas e  the  physical  and  mental  wellbeing  of  
our  local  commu nity.

 Provides  a  clear  stra te gic  alignme n t  with  govern m e n t  / Sport  England  and
our  local  author i ty  partne r s .

 Facility  mix  and  design  driven  by  local  insight .   

Facili t y  Mix

 Village  changing  accommod a t ion  to  address  the  pools  most  common  
complaint ,

 A studio  / meeting  / social  event  space  (e.g.  to  provide  a  hub  for  Park  
Runs,  a  meeting  place  for  the  local  cyclists,  as  well  as  providing  regular  
group  exercise  classes  including  indoor  cycling  and  exercise  interven tions
and  referr als  specifically  targe t e d  at  older  people)  

 A reception  area  with  flexible  café  space  which  can  be  linked  to  the  multi-
purpose  studio  space  providing  maximum  flexibility.  

` Facili t y  Plan:  

SASP  developed  eight  options  with  their  archi tec t  and  have  chosen  Option  8  (shown  
below  in  figure  8.1)  for  furthe r  developme n t  as  this  provided  the  best  overall  
solution  that  met  the  needs  of  curren t  and  future  custome rs .  Option  8  provides  an  
increase  of  c205m2  in  area  as  shown  in  the  table  below.
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Figur e  8.1  – Option  8  Health  and  Wellb e i n g  Exten s i o n   
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Capita l  Costs

The  capital  costs  for  option  8  have  been  produced  quanti ty  surveyors  ‘Cairn  Wharf’  
and  these  have  been  adapted  in  table  8.2  by  the  SASP  trustee  (former  accounta n t )  to
reflect  more  accura t ely  their  irrecovera ble  VAT position.

Table  8.2  – Capita l  Costs  for  Option  8  

Capital Build
Year 1 Year 2 Year 3

Replacement Boiler £112,000

Community Health Hub
Building £380,500
Fixtures & Fittings £45,700
Preliminaries and conitingency £42,600
Fees £26,500
Contingency 10% £42,600

£537,900
VAT @ 20% £107,580
Recoverable VAT -£43,032

£112,000 £602,448

The  capital  costs  total  is  £602,448  of  which  there  is  a  £45,700  fixtures  and  fittings  
allowanc e  and  a  10%  contingen cy  sum.   The  actual  const ruc t ion  costs  for  the  
building  are  estimate d  at  £380,500  which  is  c£1830  per  m2.

SASP  can  reclaim  c£43,032  of  VAT from  the  capital  cost.  

Propo s e d  Delivery  Timeta bl e  

The  targe t  date  for  commen c e m e n t  of  the  proposed  capital  works  is  June  2021  with  
an  anticipa te d  completion  in  Septe mb e r  2021

Progra m m e  and  Activity  Develo p m e n t

Following  comple tion  of  the  extension  an  initial  progra m m e  of  activities  is  planned:

Grou p  Exerc i s e  and  Targ e t e d  Act iv i t y  Ses s i o n s  

 Indoor  Cycling  Classes  (11  cycles),

 Personal  Training  (delivered  through  a  solution  partne r) ,

 Yoga,  Pilates  and  Tai  Chi,

 Developme n t  of  a  Young  at  Hear t  Progra m m e  with  a  combina tion  of  dry
and  wet  activities,

 Pre- School  Gymnast ics  classes .
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Spe c ia l  Even t s  and  Mee t i n g s

 Facility  Hire  for  meetings/confe re n c e s/ t r a ining  sessions  from  local  
organisa t ions  – there  are  70  in  Settle  alone.

 Progra m m e d  availability  and  adver t ised  open  free  meeting  times  for  
local  running  and  cycling  clubs,  with  developme n t  suppor t  for  a  new  
Park  Run  from  the  pool.

The  detailed  financial  implications  for  our  proposed  changes  to  services  are  provided
in  Section  9  with  the  furthe r  details  provided  in  the  Appendix  A – Financial  Model.

We  are  also  proposing  several  other  service  improvem e n t s  which  are  summa rise d  in  
the  table  8.4  below.
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‘Other  servic e  Chan g e s  and  Improv e m e n t s ’

In  addition  to  our  proposed  capital  developme n t  works,  we  are  also  planning  to  
implemen t  several  service  improveme n t s  to  increase  use  and  income  from  2020/21  
as  shown  in  table  8.4.

Table  8.4  – Other  Servic e  Chang e s

  
Servic e  
Chang e    

Detai l s  

1. Digita l  
Transfor m a t i o
n  

Star t  Date:  
April  2020

Completion:  
Sept  2020

To  improve  custome r  insight  and  our  promotional  
activities  to  suppor t  the  capital  investme n t  we  will  be  
introducing:

A new  website  with  basic  informa tion  about  the  service
with  links  to  our  partne r  organisa t ions ,

A new  EPOS  and  Online  Booking  system  including  a  
‘mobile  app’  and  new  report ing,  and  Telephone  system  
(VOP).   

A WIFI  installa tion  on  site  and  Microsoft  365  
applica tions  to  manag e  intern al  and  extern al  
commu nica t ions  and  gene ral  day  to  day  business .

2 Better  
Swim m e r s  
Soon er

We  will  rest ruc tu r e  our  swimming  lessons  to  include  an
option  for  45- minute  sessions  and  a  new  packag e  of  
lessons  to  deliver  ‘Bette r  Swimmer s  Sooner  as  shown  
in  Appendix  F.  

3 Carbon  
Reduct i o n

We  will  introduce  a  new  energy  reduction  system  
including  an  elect ronic  system  for  monitoring  utility  
consump tion  to  react  more  quickly  to  season al  
variances  and  plant  control  failures  (minimu m  weekly),
and  by  training  staff  to  impleme nt  a  new   ten  step  to  
carbon  reduction  commitme n t  as  shown  below.

10  Steps  to  Carbon  Reduc t i o n   

In  order  to  suppor t  our  carbon  reduction  commitme n t  
SASP  will  adopt  a  ten- step  approac h  to  carbon  
reduction.   

1. Com mi t m e n t  
We  will  com m u nica te  our  commit m e n t  to  
reduce  carbon,  and  report  to  the  board  on  
progress  against  targe ts .   We  will  set  up  a 
‘environ m e n t al  service  improve m e n t  team’  
(task  force)  with  staff  trustees  and  seek  
external  expertise  to  provide  initial  training  
and  support .  There  are  86,400  seconds  in  a 
day,  we  will  use  1800  each  day  to  improve  
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Servic e  
Chang e    

Detai l s  

the  environ m e n t !  
2. Provide  an  ince n t iv e

We  will  introduce  a compe ti t ion  for  staff  to  
beco me  incentive  by  supporting  the m  on  
saving  energy  at  home  and  transferring  this  
to  their  work  environ m e n t  promoting  the  
morale  and  social  responsibility  which  we  all  
share,  for  future  generations .

3. Reac h  everyon e
We  will  com m u nica te  to  all  our  staff,  
custo m ers  and  our  stakeholders  through  
social  media  and  through  our  web  site.

4. Monitor i n g  Progr e s s
We  will  set  up  an  electronic  monitoring  
syste m  with  our  curren t  suppliers  so  that  our  
staff  can  react  quickly  to  any  under  
perfor ma nc e  against  targe t  in  any  area  of  
consu m p t ion .   We  will  share  feedback  with  
staff  and  trustees  at  as  a standing  agenda  
item.                   

5. Posit ive  Feedba c k
We  will  provide  feedback  on  the  positive  
outcom e s  to  staff,  small  wins  as  well  as  big!

6. Provide  Reso ur c e s
We  will  seek  external  funding,  for  example  
through  the  Rural  Com m u ni t y  Energy  Fund  
to  suppor t  invest m e n t  and  provide  resources  
for  exper ts  to  maintain  our  syste m s  and  
controls  to  ensure  they  are  robust .

7. Be  Imagi n a t iv e
We  will  identify  an  ‘environ m e n tal  
champion’,  to  provide  fresh  ideas  for  SASP  
and  understand  the  impact  of  new  
technology.

8. Keep  the  Mom e n t u m
We  will  set  clear  targets,  share  ideas  and  
bench m ark  our  performanc e  against  our  
previous  performa nc e  and  industry  best  
practise.   

9. Continu o u s  Improve m e n t
We  will  formerly  review  performa n c e  at  the  
monthly  board  meetings .

10.Empow er m e n t  to  me e t  our  objec t iv e s
We  will  promote  a  “caring  about  carbon’  
messag e  via  the  web  site,  sharing  our  energy  
saving  initiatives  with  custom er s  and  ask  for  
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Servic e  
Chang e    

Detai l s  

their  ideas  on  how  we  could  save  more.

A draft  carbon  reduction  training  presen ta t ion  for  staff  
is  included  in  Appendix  N.

In  the  next  section  we  provide  the  detailed  financial  implications  of  all  our  proposed  
change s  to  services.       
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9.  Financ i a l  Implica t i o n s  and  Reso urc e s   

Overview

9.1 The  business  plan  has  been  fully  costed  and  reflects  the  proposed  
manage m e n t  of  the  Swimming  Pool  and  proposed  Health  Hub  extension  and  
village  changing  room  improveme n t s  from  April  2020  to  March  2025.

9.2 In  order  to  maintain  its  robus tne ss ,  we  have  reconciled  the  proposed  Year  1  
of  the  Business  Plan  (2020/21)  with  the  agree d  Base  Position  which  has  been  
adjusted  from  the  last  full  year  opera t ing  position.  

9.3 In  this  section,  we  have  included:

 2018/19  Perform a n c e  informa tion,

 Confirma t ion  of  the  agreed  Base  position  including  future  
commitme n t s ,

 Key  assumptions  used  in  the  financial  modelling,

 Service  investme n t ,  growth  and  savings;  and,

 Our  planned  changes  to  services  (summa ry  from  Section  8).

Inco m e  and  Expendi t ur e  20 1 9 / 2 0

9.4 Using  the  projected  forecas t s  for  the  pool  and  analysis  of  their  curren t  
income,  we  have  developed  a  baseline  position  for  2019/20  as  shown  in  table  
9.1  below.



Table  9.1–  Bas e l i n e  Posi t io n  20 1 9 / 2 0

All £
Settle SP 

Base Position 
19/20

Health and Fitness Studios -

Swimming 160,000

Special Events and Meet ings -
Secondary Spend -
Vending -

Retail -

Other 1,964

Paper Recycling -

Donat ions 15,000

Total Income 176,964

All £ Year 0
Salaries and Wages 147,985

National Non Domest ic Rates 759
Repairs and Maintenance 13,624
Other Premises Costs 8,300
Utility Costs 33,128
Service Contracts (Non Property) -
Cleaning 2,957

Premises Costs 58,768

Advertising & Marketing 780

Consumables 2,586

Stat ionery & post 720

Licences 1,435

Professional services 7,946

General expenses 8,061

Mobilisat ion Costs -

Other Operating Costs 20,748

Secondary Spend Cost of  Goods Sold -

Vending - Cost of  Goods Sold -

Retail - Cost of  Goods Sold 257

Swimming - Cost of  Goods Sold 11,138

Secondary Spend - Cost of Sales 11,396

Total Expenditure 239,676

Net Operating Surplus/(Cost) (62,712)
Less:
Building Lifecycle Fund Contribut ion -
Equipment Lifecycle Fund Contribut ion -

Leasing Costs -

Total Other Costs 0
Net Operator Cost before Charity Shop  
Income

(62,712)

Charity Shop
Retail 72,380

Rent (9,333)

Net Operator Cost after Charity Shop 
Income

334

Busin e s s  Plan  (April  20 2 0  to  March  20 2 5 )

9.5 The  Business  Plan  uses  the  base  opera t ing  position  from  Table  9.1,  and  we  
have  applied  the  propose d  ‘changes  to  services’  both  from  an  income  and  
expendi tu r e  perspec tive.  This  repres en t s  the  net  cost  of  the  business  going  
forward .   



Busin e s s  Plan  Assu m p t i o n s  

9.6 Table  9.2  below  provides  the  five- year  financial  plan  with  the  following  
assum ptions  having  been  used  in  its  developm en t :  

 The  financial  plan  covers  five  years  which  conside rs  the  initial  year  
opera t ion  before  the  pool  closure  in  June  2021  and  opening  of  the  new  
facilities  in  Octobe r  2021  (swimming  pool  changing  and  extension  with  
multi- purpose  studio  and  larger  flexible  café  area).

 All prices  are  at  1 st  April  2020,  and  no  inflation  is  used  in  the  model.

 The  capital  service  improvem e n t s  are  provided  with  no  debt  repaym en t s  
and  it  is  assume d  would  be  funded  from  cash  reserves  and  from  extern al  
grant(s) .

 Health  and  fitness  spinning  bikes  will  be  included  with  a  leasing  cost  of  
£300  per  £1,000  of  equipmen t  leased.  Other  equipme n t  will  be  provided  by
instruc to r s  and  personal  trainer s .

 No  other  FF&E,  other  than  those  included  in  the  Commu nity  Health  Hub  
of  £45,700,  has  been  included  in  the  plan  as  it  is  envisage d  that  this  will  
come  from  grant ,  cash  reserves  or  other  means  of  fundraising  activity.

 Building  and  equipme n t  lifecycle  will  be  ringfenced  by  the  chari ty  for  
future  reinves tm e n t .  This  will  be  ringfenced  from  October  2021  when  the  
extension  has  been  complete d .



Table  9.2  - Five  Year  Busin e s s  Plan  - Financ i a l  Mode l  

All £
Settle SP 

Base Position 
19/20

Year 1 Year 2 Year 3 Year 4 Year 5

Health and Fitness Studios - 0 27,186 54,373 54,373 54,373
Swimming 160,000 165,823 128,608 169,868 169,868 169,868
Special Events and Meet ings - 0 1,950 3,900 3,900 3,900
Secondary Spend - 0 10,929 27,927 27,927 27,927
Vending - 0 5,464 13,963 13,963 13,963
Retail - 0 1,366 3,491 3,491 3,491
Other 1,964 1,964 1,964 1,964 1,964 1,964
Paper Recycling - 0 0 0 0 0
Donat ions 15,000 15,000 15,000 15,000 15,000 15,000
Total Income 176,964 182,788 192,468 290,486 290,486 290,486

All £ Year 0 Year 1 Year 2 Year 3 Year 4 Year 5
Salaries and Wages 147,985 130,045 137,976 143,030 143,030 143,030

National Non Domest ic Rates 759 759 759 759 759 759
Repairs and Maintenance 13,624 13,624 10,218 15,600 15,600 15,600
Other Premises Costs 8,300 8,300 8,300 8,300 8,300 8,300
Ut ility Costs 33,128 31,650 26,903 31,650 31,650 31,650
Service Contracts (Non Property) - - - - - -
Cleaning 2,957 4,020 3,015 3,558 3,558 3,558

Premises Costs 58,768 58,353 49,195 59,867 59,867 59,867

Advertising & Market ing 780 780 1,280 1,780 1,780 1,780

Consumables 2,586 3,000 3,000 3,000 3,000 3,000

Stat ionery & post 720 720 720 720 720 720

Licences 1,435 2,036 2,636 2,636 2,636 2,636

Professional services 7,946 7,946 7,946 7,946 7,946 7,946

General expenses 8,061 8,061 8,061 8,061 8,061 8,061

Mobilisat ion Costs - - - - - -

Other Operating Costs 20,748 21,763 22,363 22,363 22,363 22,363

Secondary Spend Cost of  Goods Sold - 8,027 4,372 11,171 11,171 11,171

Vending - Cost of  Goods Sold - 6,020 3,279 8,378 8,378 8,378

Retail - Cost of  Goods Sold 257 1,254 683 1,745 1,745 1,745

Swimming - Cost of  Goods Sold 11,138 11,138 8,354 11,138 11,138 11,138

Secondary Spend - Cost of Sales 11,396 26,439 16,687 32,433 32,433 32,433

Total Expenditure 239,676 237,381 227,500 259,472 259,472 259,472

Net Operating Surplus/(Cost) (62,712) (54,593) (35,032) 31,014 31,014 31,014
Less:
Building Lifecycle Fund Contr ibut ion - - 2,314 4,628 4,628 4,628
Equipment Lifecycle Fund Contr ibut ion - - 2,078 4,155 4,155 4,155

Leasing Costs - - 1,575 3,150 3,150 3,150

Total Other Costs 0 0 5,966 11,933 11,933 11,933

Total Expenditure 239,676 237,381 233,467 271,405 271,405 271,405

Net Operator Cost before Charity Shop  
Income

(62,712) (54,593) (40,999) 19,081 19,081 19,081

Inco m e  and  Operatin g  Costs

9.7 The  remaining  par t  of  this  section  relates  to  the  revenue  income  and  
expendi tu r e .  For  clarity  we  have  set  out  below  some  of  the  key  changes  and  
assum ptions  in  specific  opera t ional  areas.  

Inco m e  

9.8 Total  income  has  been  estima ted  as  circa  £183,000  in  Year  1,  a  circa  £6,000  
increase  from  the  curren t  base  position.  Despite  the  closures ,  the  new  
facilities  open  from  Octobe r  2020  result  in  an  increas e  of  income  to  circa  



£192,000  in  Year  2.  The  facility  is  projected  to  reach  matu ri ty  from  year  3  
onwards  with  circa  £290,000.

Swi m m i n g

9.9 The  income  from  the  swimming  pool  is  curren tly  estimat ed  at  circa  £160,000  
per  annum,  although  the  breakdown  of  sales  was  not  possible  with  the  
curren t  system  e.g.  casual,  lessons,  hire  etc.

9.10 As a  result  of  the  change s,  we  expec t  a  modes t  circa  2.5%  growth  in  Year  1  
following  the  impleme nt a t ion  of  the  new  marke ting  plan,  investme n t  in  a  new  
leisure  manag e m e n t  software  system,  and  developme n t  of  improved  
engage m e n t  with  the  communi ty  through  the  appointme n t  of  a  new  membe r  
of  staff.  This  resul ts  in  total  income  of  circa  £165,000.  Following  the  
extension  and  new  changing  facilities,  we  have  projected  a  furthe r  increas e  to
circa  £170,000,  this  is  based  upon  the  impact  of  providing  bette r  overall  
access  to  the  facilities.

9.11 In  terms  of  Year  2,  this  reflects  the  closure  of  the  pool  for  the  improveme n t s  
assum ed  to  be  betwee n  June  and  Septem b e r .  We  have  estimate d  a  circa  
£50,000  loss  of  income  as  a  result  of  the  closure .  It  is  also  assume d  that  some  
of  the  school  swimming  and  learn  to  swim  progra m m e  will  move  to  a  local  
school  pool,  with  a  proposed  arrang e m e n t  in  place  to  share  the  income,  
resulting  in  circa  £8,700  of  income  (from  circa  £16,500).  Therefore ,  loss  of  
income  totals  circa  £41,000  for  Year  2.  As a  result,  we  have  estimate d  income  
in  Year  2  of  circa  £129,000.

9.12 This  is  our  minimu m  expec ta t ions  following  our  proposed  investme n t s  to  the  
pool.

Mul t i  Activ i t y  Stud i o  (Hea l t h  and  Fitne s s / C o m m u n i t y )  

9.13 The  new  extension  from  Octobe r  2021  will  include  a  flexible  exercise  studio  
(c71m2)  that  will  be  able  to  cate r  for  fitness  classes ,  spinning,  personal  
training,  tots’  gymnas t ics ,  meetings  and  many  other  multi- purpose  uses.

9.14 In  Year  2,  we  have  estima ted  income  of  circa  £27,000  based  on  the  6  months  
of  opening,  increasing  to  circa  £54,000  in  Year  3  onwards.

9.15 Across  the  class  progra m m e,  we  have  included  a  price  point  of  £5  per  class,  
whilst  the  receiving  a  £5  per  personal  training  session  through  a  turnkey  
solution  with  a  local  partne r .  

9.16 In  a  matu re  year,  spinning  is  estimate d  to  gener a t e  circa  £21,000  (capacity  of
11  bikes),  person al  training  circa  £1,500,  Tots  gymnas tics  circa  £7,500,  with  
the  remaining  £24,000  through  fitness  and  over  50’s  classes  (capacity  of  15  
people).  We  have  applied  appropria t e  utilisat ion  to  the  classes  througho u t  the
progra m m e .

Spe c ia l  Even t s  and  Mee t i n g s

9.17 This  has  been  based  on  hire  of  the  multi- purpose  rooms  for  meetings .  Based  
on  £15  per  hour,  we  have  assume d  4  meetings  a  week  from  local  companies  
(this  equates  to  5%  penet r a t ion  of  circa  70  companies  in  the  area)  as  well  as  
an  additional  hour  per  week  from  community  clubs  and  organisa t ions  (for  
example  cycling  and  running  clubs).  In  total,  income  in  mature  Year  3  is  circa  
£4,000.

9.18 In  Year  2,  we  have  assume d  only  6  months  of  opera t ion,  totalling  circa  
£2,000.



Seco n d a r y  Spe n d  and  Cos t  of  Sales

9.19 There  will  be  a  ‘self- service’  second ary  spend  area  that  users  will  be  able  to  
purchas e  their  own  drinks.  We  have  included  circa  £30,000  in  Year  3,  based  
upon  £0.40  spend  per  visit.  This  is  in  line  with  indust ry  expecta t ions .  We  have
included  cost  of  sales  of  circa  40%.  For  example,  we  would  expect  a  cup  of  tea
to  be  circa  £0.50,  with  cost  of  sales  of  a  tea  bag  and  milk  for  £0.20.

9.20 Vending  income  is  also  linked  to  the  number  of  visits  and  we  have  estimate d  
£0.20  per  visit  with  an  allowanc e  of  60%  for  cost  of  sales.  It  has  been  
assum ed  that  the  vending  machine  would  be  leased,  and  the  costs  would  be  
included  in  the  cost  of  sales  figure.  This  gener a t e s  (by  Year  3)  opera t ing  
income  of  circa  £14,000.

9.21 Retail,  for  example  swimming  goggles,  has  also  been  included  in  the  income.  
This  is  £0.10  per  visit  at  cost  of  sales  of  50%.  Overall,  income  has  been  
projected  at  circa  £3,500  in  Year  3  onwards.

9.22 As per  the  previous  income  strea m s,  we  have  not  assume d  any  seconda ry  
spend  income  until  October  2021.

Othe r  Inco m e ,  Pape r  Recy c l i n g  and  Dona t i o n s

9.23 This  is  based  on  the  curren t  levels  of  other  income  gene ra t e d  at  the  site.  It  is  
expec ted  pape r  recycling  will  not  genera t e  significant  income  due  to  world  
pape r  prices.

9.24 Donations  have  been  included  at  £15,000  per  annum.

Oper a t i n g  Cos t s  

9.25 Total  expendi tu r e  has  been  projected  at  circa  £237,000  in  Year  1,  and  by  year
3  increases  to  c£271,000  as  the  new  extension  is  fully  opera t ion al .

Staff in g  Cos t s

9.26 The  model  has  assume d  that  the  curren t  levels  of  staffing  is  the  base  position  
except  for  the  addition  of  the  Commu nity  and  Business  Developme n t  Suppor t  
membe r  of  staff.  Thus,  this  includes  the  following:

 Pool  Manag e r  – 32  hours

 Assistan t  Manag e r  – 37  hours

 Duty  Manag e r s  – 85  hours

 Administ r a to r  – 22  hours

 Senior  Lifegua rd  – 16  hours

 Community  and  Business  Developme n t  – 9  hours  (Year  1  only,  50%  paid
by  external  sources).

 Casual  Lifegua rds .

9.27 It  is  assumed  that  the  manag er s  will  continue  to  under t ak e  the  swimming  
pool  responsibilities  such  as  teaching  lessons.

9.28 The  base  staffing  costs  were  calcula ted  at  circa  £148,000  for  2019/20.  We  
have  projected  that  the  Year  1  costs  would  reduce  to  circa  £130,000.  This  is  



as  a  result  of  the  staffing  struc tu r e  above  but  including  a  10%  reduction  due  
to  the  improvem e n t s  in  IT,  planning  and  reinves tm e n t .

9.29 From  Year  2  onwards,  staff  costs  increase  to  circa  £138,000  and  in  Year  3,  
they  increase  to  circa  £143,000.  This  is  as  a  result  of  the  additional  cost  for  a  
total  of  18  hours  of  the  Community  and  Business  Developme nt  Suppor t  and  
the  fitness  class  instruc to r s  for  the  new  multi- purpose  studio.

Pre m i s e s  Cos t s

9.30 The  following  premises  costs  have  been  included:

 NNDR  – The  rateable  value  of  the  centr e  has  been  matche d  with  the  
curren t  cost  to  the  Chari ty  of  circa  £760  per  annu m.

 Repairs  and  maint e n a n c e  – Based  on  the  curren t  GIFA  of  452m2,  the  
curren t  cost  equates  to  £30  per  m2.  This  cost  remains  for  Year  1  but  
reduces  in  Year  2  whilst  the  work  is  going  on  for  3  months  i.e.  no  costs  
propose d.  When  the  extension  facility  opens,  we  estimate d  the  costs,  with
the  increase d  GIFA  of  617m2  (excluding  the  new  store),  to  total  £25  per  
m2.  The  dry  side  facilities  will  need  less  mainten a n c e  than  the  curren t  
pool  facility.  Overall,  this  is  an  increas e  to  £15,600.

 Other  premi s e s  cost s  - £8,300  in  line  with  the  curren t  costs.

 Utility  cost s  – Costing  circa  £33,000  curren t ly,  this  equates  to  a  
curren t  cost  of  £73  per  m2  which  is  very  high  for  a  facility  of  this  nature .  
The  business  plan  conside rs  in  Year  1  the  replace m e n t  of  the  boilers  that  
will  help  to  increas e  efficiency;  however ,  the  30%  is  likely  to  be  cancelled
out  by  the  future  tariff  increases .  Therefore ,  we  have  included  only  a  5%  
reduction,  saving  circa  £1,500  in  Year  1.  

 Savings  have  been  conside re d  during  the  closure  with  a  15%  reduct ion  
to  circa  £27,000  in  Year  2  before  increasing  back  to  circa  £31,650  in  Year
3  onwards.  This  equates  to  £51  per  m2  once  the  extension  has  been  
complete d .

 Cleani n g  – Curren t ly  at  £6.50  per  m2,  this  has  remained  for  the  new  
facility,  increasing  from  circa  £3,000  to  £4,000  per  annum  from  Year  3  
onwards.  Conside ra t ion  for  closure  in  Year  2  has  also  been  included  in  
the  business  plan.

Adver t i s i n g  and  Mar k e t i n g

9.31 An additional  £1,000  per  annum  has  been  included  to  adver t ise  the  new  
facilities.  This  totals  circa  £1,780  per  annum  from  Year  3  onwards .

Cons u m a b l e s

9.32 The  consum a bles  have  remained  the  same  as  the  base  position  except  for  an  
increase  in  the  general  consuma bles  to  circa  £3,000  per  annum  due  to  the  
larger  site  and  the  increase  in  licences  from  £1,435  to  £2,636  by  Year  3  
onwards.  This  is  as  a  result  of  the  investme n t  in  new  IT services  to  allow  for  
online  booking  etc.  An additional  sum  of  £1,200  per  annum  has  been  included
from  Octobe r  2020  (£600  in  Year  1)  for  this  improveme n t .



Swi m m i n g  Cos t  of  Sale s

9.33 This  is  based  on  curren t  costs  for  swimming  goods  which  curren tly  totals  
circa  £11,000  per  annum.  A reduction  has  been  applied  in  Year  2  for  when  the
site  is  closed  to  circa  £8,000.

Leasin g  Cos t s  

9.34 This  cost  is  assume d  that  11  spinning  bikes  will  be  leased  from  Octobe r  2021  
onwards.  At a  cost  of  £500  per  bike,  the  leasing  costs  have  been  calculate d  at  
£3,150  per  annum  (based  on  £300  per  £1,000  of  equipme nt ) .

Sum m a ry  of  Five- Year  Projec t e d  Operat in g  Posit io n

9.35 The  summa ry  of  the  net  opera t ing  position  is  shown  in  Table  9.3  below  before
the  chari ty  shop  income  has  been  consider ed .

Table  9.3  – Sum m a ry  of  the  Financ ia l  Plan

All £
Settle SP 

Base Position 
19/20

Year 1 Year 2 Year 3 Year 4 Year 5

Total Income 176,964 182,788 192,468 290,486 290,486 290,486
Total Expenditure 239,676 241,536 235,544 271,405 271,405 271,405
Net Operator Cost before Charity Shop  
Income

(62,712) (58,748) (43,076) 19,081 19,081 19,081

9.36 Overall,  Year  1  of  the  business  plan  provides  a  similar  position  to  the  curren t  
opera t ion  with  a  loss  of  circa  £59,000  on  pool- based  trading  activities.  This  
deficit  decrea se s  to  circa  £43,000  in  Year  2  as  the  new  facilities  begin  to  
opera t e  from  Octobe r  2021  onwards  (6  months  of  opera t ion).

9.37 By Year  3,  the  facility  is  projected  to  be  trading  at  a  sustainable  level  without  
suppor t  from  the  Chari ty  Shop  trading  income,  gene ra t ing  a  circa  £19,000  
surplus.

Charity  Shop  and  Depre c ia t i o n

9.38 The  curren t  chari ty  shop  is  import an t  to  suppor t ing  the  finances  at  the  
Centre ,  curren tly  providing  a  circa  £63,000  surplus  towards  the  opera t ion  
once  rent  has  been  conside re d .  

9.39 In  terms  of  deprecia t ion,  the  Chari ty  have  identified  a  need  to  include  
deprecia t ion  of  £55,000  per  annum  from  Year  3  onwards  for  the  facilities.

9.40 To  be  pruden t  we  have  assum ed  this  level  of  income  has  remained  for  the  five
years  of  opera t ion  and  Table  9.4  below  outlines  the  impact  of  this  income  on  
the  P&L.

Table  9.4  – Sum m a ry  of  the  Financ ia l  Plan  includi n g  the  Charity  Shop



 

All £
Settle SP 

Base Position 
19/20

Year 1 Year 2 Year 3 Year 4 Year 5

Total Income 176,964 182,788 192,468 290,486 290,486 290,486
Total Expenditure 239,676 237,381 233,467 271,405 271,405 271,405
Net Operator Cost before Charity Shop  
Income

(62,712) (54,593) (40,999) 19,081 19,081 19,081

Charity Shop
Retail 72,380 72,380 72,380 72,380 72,380 72,380

Rent (9,333) (9,333) (9,333) (9,333) (9,333) (9,333)

Net Operator Cost after Charity Shop 
Income

334 8,453 22,048 82,127 82,127 82,127

Depreciat ion - - (55,000) (55,000) (55,000)

Net Operator Position 334 8,453 22,048 27,127 27,127 27,127

9.41 As can  be  seen,  Year  1  has  a  small  surplus  of  circa  £8,000,  but  this  increases  
to  a  surplus  in  Year  2  of  circa  £22,000  before  increasing  furthe r  to  circa  
£27,000  per  annum  from  Year  3  onwards  as  the  deprecia t ion  is  also  
conside re d .

Use  of  the  Centre

9.42 Table  9.5  provides  a  breakdown  of  the  proposed  users  for  the  cent re  over  the  
five- year  period.

Table  9.5  – Annual  Use  Project i o n s

 

USAGE Base Position Year 1 Year 2 Year 3 Year 4 Year 5
Health and Fitness Studios 0 0 6,098 12,026 12,026 12,026
Swimming 0 50,167 36,049 51,391 51,391 51,391
Special Events and Meetings 0 0 1,950 3,900 3,900 3,900
Total Visits 0 50,167 45,347 69,817 69,817 69,817

9.43 The  developme n t  is  projected  to  increase  use  by  over  19,000  visits  per  
annu m.

Develo p m e n t  Capita l  Costs ,  Affordabi l i ty  and  Cash  Flow  Projec t io n s

9.44 The  table  9.6  provides  a  summ ary  of  the  estima te d  capital  costs  of  the  
building  extension  and  phasing  of  the  capital  payment s  and  assumes  a  star t  
date  on  site  of  June  2021.  

Table  9.6  – Capital  Cost s  and  Paym e n t  Sche d u l e  
Capital Build

Total 2021/22 2022/23
Community Health Hub
Building £380,500 £380,500
Fixtures & Fittings £45,700 £45,700
Preliminaries and contingency £42,600 £42,600
Fees £26,500 £26,500
Contingency 10% £42,600 £42,600

£537,900 £495,300 £42,600
VAT @ 20% £107,580 £99,060 £8,520

£645,480 £594,360 £51,120
Recoverable VAT -£43,032 -£39,624 -£3,408

£602,448 £554,736 £47,712

9.45 The  implications  from  a  cash  flow  and  overall  affordability  perspec t ive  are  
shown  in  table  9.7  below.



Table  9.7  - Cash  Flow  Foreca s t  

Cash Flow 2020/21 2021/22 2022/23 2023/24

Brought Forward £161,820 £428,273 £57,581 £111,929
In year surplus £8,453 £22,048 £27,127 £27,127
Depreciation £5,996 £66,933 £66,933
Local Authority and other support £50,000
Friends of Settle Pool £148,000
Sports England grant £200,000
New Build, incl VAT -£554,736
Contingency fund and Retention -£47,712

VAT Recovery £8,000 £8,000 £8,000 £8,000
Total Free Cash £428,273 £57,581 £111,929 £213,989

9.46 The  cash  flow  analysis  demons t r a t e s  that  c£400,000  is  available  in  2020/21  to  
contribute  to  the  capital  developme n t  leaving  a  funding  shortfall  of  
c£200,000.

Fundin g  of  Addit io na l  Capita l  

9.47 It  is  proposed  that  the  additional  capital  (c£200,000)  requir ed  to  deliver  the  
project  in  2021  will  come  from  the  application  to  Sport  England’s  Community  
Asset  Fund.     

Sum m a ry

9.48 The  business  plan  has  been  fully  costed  and  reflects  the  proposed  
manage m e n t  of  the  Swimming  Pool  and  proposed  Health  Hub  extension  and  
village  changing  room  improveme n t s  from  April  2020  to  March  2025.

9.49 The  table  below  provides  a  summa ry  of  the  opera t ing  position  including  
deprecia t ion  which  shows  that  following  investme n t  in  the  extension  and  
associa ted  improvem e n t s  SASP  would  be  sustaina ble  even  when  factoring  in  
deprecia t ion  costs  over  ten  years  of  £55,000.  

All £
Settle SP 

Base Position 
19/20

Year 1 Year 2 Year 3 Year 4 Year 5

Total Income 176,964 182,788 192,468 290,486 290,486 290,486
Total Expenditure 239,676 237,381 233,467 271,405 271,405 271,405
Net Operator Cost before Charity Shop  
Income

(62,712) (54,593) (40,999) 19,081 19,081 19,081

Charity Shop
Retail 72,380 72,380 72,380 72,380 72,380 72,380

Rent (9,333) (9,333) (9,333) (9,333) (9,333) (9,333)

Net Operator Cost after Charity Shop 
Income

334 8,453 22,048 82,127 82,127 82,127

Depreciat ion - - (55,000) (55,000) (55,000)

Net Operator Position 334 8,453 22,048 27,127 27,127 27,127



9.50 The  capital  cost  is  estima te d  at  c£600,000  including  VAT with  c£400,000  
available  from  SASP  reserves  leaving  an  extern al  funding  of  c£200,000  to  
fund  the  project .

9.51 The  project  is  estima te d  to  deliver  c19,000  additional  visits  per  year  from  year
3.   

9.52 In  the  next  section  we  consider  performa n c e  and  risk.



10.  Perfor m a n c e  and  Risk  Mana g e m e n t

Perfor m a n c e  Meas ur e m e n t  

SASP  is  commit t ed  to  developing  a  concise  repor t ing  framework  designed  to  focus  
on  outcomes  providing  consistency  and  confidence  in  commu nica t ing  our  
service  value  and  impact  to  our  stakeholde r s .

The  way  we  repor t  in  the  future  will  place  a  high  value  on  usage  informa tion  
provided  through  investmen t  in  a  new  front  of  house  software  system  as  well  
as  case  studies  of  our  work  providing  stories  that  allow  for  a  broad  audience  
to  under s t a n d  the  relevance  and  impact  of  the  SASP  and  the  individual  
outcomes  and  goals  that  have  been  achieved.

We  will  use  the  following  methods  to  inform  this  process  demons t r a t e d  by:  

 Using  a  concise  balanced  scoreca r d  to  summa rise  the  key  financial  and
non- financial  achievem e n t s  and  the  action  points/se rvice  plans  for  the
following  repor ting  period,

 Bette r  engag e m e n t  with  local  communi ty  and  stakeholde r s  through  the
appointme n t  of  a  new  commu nity  engag e m e n t  and  business  developme n t
post,

 Case  studies  that  demons t r a t e  impact  across  various  targe t  groups,

 Using  digital  technologies  to  record  individual  experienc es  and  enable
service  users  to  self- repor t  satisfac tion  levels  using  the  NPS  system,  and  

On  an  annual  basis  we  will  produce  an  infographic  to  demonst r a t e  the  impact  and  
success  of  the  swimming  pool  which  will  be  used  repea t e dly  in  our  marke ting  
and  communica t ion  plan  to  maintain  a  simple  clear  messag e  to  local  people  
about  the  benefits  of  the  swimming  pool  (and  new  extension)  as  a  communi ty  
health  hub  for  the  communi ty.

Enga g e m e n t  

A struc tu re d  progra m m e  of  SASP  trust ee  meetings  will  continue  along  with  a  new  
Bi-annual  meeting  with  Craven  District  Council  and  we  will  facilita te  an  
annual  engag e m e n t  workshop  with  our  local  commu nity  stakeholde r s .  

Table  10.1  - Meet in g s  Sche d u l e  

Frequ en cy Meeting  

Monthly   SASP  Board  Progress  Meeting   

Bi-Annual  SASP  and  Craven  District  Council  Meeting  

Annual  Local  Community  / Stakeholde r  Engage m e n t  
Workshop



Report in g  

The  repor t s  listed  in  Table  10.2  will  be  provided  in  advance  of  the  meetings  shown  in
table  10.1.

Table  10.2  – Deadl in e  for  Report s

Type Freque nc
y

Submission  Date

Board  Meetings Monthly  Two  weeks  after  the  end  of  each  month

Bi-Annual  Report s Bi-Annual Three  weeks  after  the  end  of  each  
period

We  will  provide  our  stakeholde r  partne r s  with  a  summa ry  report  using  a  RAG rating  
to  focus  on  key  areas  for  suppor t  and  developm e n t .  An overview  of  what  may  
be  covered  in  each  of  the  Meetings  and  Performa n c e  Reports  is  shown  below  
in  table  10.3  and  a  copy  of  our  perform a n c e  scoreca r d  (Appendix  H)  covering  
the  KPI’s  listed  in  table  10.4.

Table  10.3  – Minim u m  Inform a t i o n  for  Perfor m a n c e  Report s

Perfor m a n c e  Report Monthly  
Report s

Bi-
Annual  
Report s

Financial  Performa n c e   Yes Yes

Use  of  the  Services  Yes  Yes

Net  Promote r  Scores  (NPS)  – Satisfac tion Yes Yes

Overall  Delivery  of  Business  Plan  and  Risk  
Manage m e n t   

Yes Yes

Table  10.4  – Key  Perfor m a n c e  Indicat or s  



KPI Performance 
Area Objective

1

Governa n c e ,  
Leader s h i p  
and  
Advoca cy       

To  provide  strong  and  effective  governanc e ,  
leadership  and  advocacy  for  the  organisa t ion  
to  grow  and  develop.                To  work  closely  
with  Craven  District  Council  to  help  deliver  
their  leisure  stra t egy.

2
Finan c i a l  
Sus ta i n a b i l i t
y  

To  provide  the  communi ty  with  a  sustainable  
communi ty  facility  which  is  progra m m e d  to  
meet  the  needs  of  the  local  communi ty.             
To  continue  to  provide  a  viable  self- sustaining  
facility  that  can  genera t e  income  to  be  
reinves ted  back  into  communi ty  program m e s  
and  services.

3 Use  of  the  
Servic e s

To  identify  gaps  in  the  market  and  develop  
bespoke  progra m m e s  that  att r ac t  and  engage  
the  communi ty.

4 Operat io n a l  
Perfor m a n c e

To  provide  the  communi ty  and  surrounding  
areas  with  a  sustainable  communi ty  facility  
which  is  progra m m e d  to  meet  the  needs  of  the
local  communi ty.   To  manage  risk  and  ensure  
all  acciden t s  and  inciden ts  are  recorded .

5
Custo m e r  & 
Staff  
Sati sfac t i o n  

To  identify  gaps  in  the  market  and  develop  
bespoke  progra m m e s  that  att r ac t  and  engage  
individuals  from  a  wider  footprin t .  

6

Com m u n i ty  
Enga g e m e n t
and  
Collab ora t i o
n

To  broaden  and  diversify  the  use  of  the  facility
as  a  communi ty  hub  to  deliver  educational,  
health  and  communi ty  engage m e n t  
progra m m e s .

7
Asset  
Mana g e m e n t

To  manage  the  asse t  efficiently  ensuring  all  
statu to ry  compliance  require m e n t  are  
under t ak e n .

8
Environ m e n t
al  
Sus ta i n a b i l i t
y

To  deliver  a  reduction  in  our  use  of  carbon  to  
suppor t  the  long- term  sustainabili ty  of  SASP.

9
Econ o m i c  
and  Social  
Impact  

To  provide  quantifiable  impacts  of  the  service  
from  an  economic,  employmen t  health  
perspec t ive.



KPI Performance 
Area Objective

10

Targe t  
Group s  
(Case  Study  
and  Spec i a l  
Projec t s )

To  improve  physical  and  mental  heal th  and  
wellbeing  for  all.

Risk  Mana g e m e n t  

SASP  recognises  the  importan c e  of  identifying,  assessing  and  managing  the  internal  
and  externa l  risks  that  may  impact  on  its  business .  To  that  effect  has  
developed  a  risk  regis te r  which  sits  at  the  core  of  our  business .  

Risk  Mana g e m e n t  Strate g y

The  risk  manage m e n t  stra t egy  sets  out  a  process  that  aims  to  identify,  assess ,  
quantify,  manag e  and  evalua te  the  potent ial  risks  to  the  business  in  a  
structu r e d  and  coheren t  approach.  

Risk  Regi s t e r

The  Board  of  SASP  maintain  the  Risk  Registe r ,  and  this  will  include  as  a  minimum,  
the  following  informat ion:

 Area  of  Risk.

 Descript ion  of  Risk.

 Quantifica tion  Score  (Impact  and  Probability).

 Mitigation  (Transfer ,  Avoid,  Reduce,  or  Retain).

 Evaluation  Method  and  When;  and

 Responsible  Officer

The  curren t  risk  registe r  is  provided  in  table  10.7.  

Risk  Mana g e m e n t  Proce s s  



The  risk  manage m e n t  methodology  will  follow  a  standa r d  process ,  which  is  shown  in  
the  figure  below.



Strate g i c  and  Operatio n a l  Risks

Risks  are  divided  into  stra te gic  risks  (extern al)  to  the  business  and  opera t ion al  risks  
(inte rna l).  

The  responsibility  for  risk  manag e m e n t  will  lie  with  the  Trustees .

Strate g i c  Risks  

At this  level  the  focus  is  on  the  key  risks  to  the  successful  achievem e n t  of  
organisa t ion al  objectives  or  to  the  survival  of  the  organisa t ion  itself.  Strat egic
risks  are  those  which  are  significant  enough  to  affect  SASP’s  performa n c e ,  
delivery  of  long- term  strate gic  objectives ,  business  survival  or  growth  for  the  
future .  These  can  also  be  opera t ional  / service  risks  which  have  an  impact  
beyond  one  service  area  and  / or  are  of  such  significance  that  they  need  to  be  
highlighte d  stra tegically.

Operat io n a l  Risks

These  conce rn  the  day- to- day  service  delivery  issues  that  the  organisa t ion  is  
confronte d  with  in  delivering  its  objectives .  These  risks  will  be  highlighted  by  
the  manage m e n t  and  staff  team.   

The  basic  method  of  risk  identification  and  assessm e n t  will  be  the  same  for  both  
stra te gic  and  opera t ional  risks,  it  is  only  the  way  in  which  they  are  conside re d
which  will  differ.

In  terms  of  the  stra t egic  risks,  SASP  use  the  PESTLE  system  of  identifying  risks  
which  cover:

Table  10.5  – Strate g i c  Risk  Areas  usin g  PESTLE

Risk  Area Issu e s  to  Consid er

Political  Change  in  local  political  framework  or  struc tu re  (Parish,  
Town,  District)

Economic  Inflation,  national  pay  awards  / living  wage,  change s  to  
pension  contributions ,  ability  to  attrac t  suitable  solution  
partne r s ,  changes  affecting  net  disposal  income  of  
custome r s .  NNDR.

Social  
Cultural

Demogra p hic  change  affects  demand  for  services;  
stakeholde r  expecta t ions  change.  Housing  developme n t s .

Technology  Obsolescenc e  of  curren t  systems;  cost  of  procuring  best  
technology  available,  opportu ni ty  arising  from  
technological  developm e n t .

Legal  & 
Regulato ry

BREXIT  – New  UK laws  which  impose  require m e n t s  (such  
as  Health  and  Safety  or  employment  legislation).

Environm e n
tal

Buildings  need  to  comply  with  changing  British  Standa r d s ;  
change s  or  res t r ic tions  relating  to  the  disposal  of  rubbish,  
water  back  washing  etc.,  and  surplus  equipme n t  needs  to  
comply  with  changing  standa r d s



Regarding  opera t ional  risks,  the  truste es  requir es  the  business  to  ensure  that  all  
risks  are  identified,  assessed ,  quantified  and  evalua te d  using  the  principles  
adopted  by  SASP  and  which  are  set  out  at  the  beginning  of  this  section.  The  
table  below  is  a  guide  to  the  opera t ional  risks.

Table  10.6  – Operatio n a l  Risks

Risk  Area Issu e s  to  Consid er

Service Fail  to  deliver  the  service  to  the  custome r  within  agreed  
service  param e t e r s

Resources Financial  (insufficient  funding,  poor  budge t  manag e m e n t ,  
fraud)  
HR  (staff  capacity,  skills,  recruitme n t  and  reten tion)
Informa t ion  (adequ acy  for  decision  making  and  protec tion  of
privacy)
Physical  asset s  (loss,  damag e  or  theft  of  resource s)

Relationship
s

Delivery  partne r s  (threa t s  to  commitme n t  to  relationship  or  
clarity  of  roles).  Custome rs  satisfac tion  with  service  delivery

Opera tions Overall  capaci ty  and  capabili ty  to  deliver  the  services  
required  by  the  Stra te gic  and  Opera tional  Plans

Reputa t ion Confidence  and  trust  which  stakeholde r s  have  in  SASP.

Resilience Capacity  of  systems,  accommod a t ion  and  IT to  withstan d  
adverse  impacts  and  a  crisis.  ability  to  impleme nt  disaste r  
recovery
Robus tne ss  of  continge ncy  planning

Governa nc e Regulari ty  compliance  with  relevan t  require m e n t s  including  
Health  and  Safety

Identifying  
Risks

Failure  to  identify  threa t s  and  opportuni t ies

Securi ty Protec tion  of  physical  asse ts  and  or  informa t ion

A copy  of  our  curren t  risk  regis te r  is  provided  in  Appendix  B with  a  summa ry  of  our  
risks  for  the  capital  project  provided  in  table  10.7  below.  



Table  10.7  – SASP  Risk  Regi s t e r  – Capita l  Develo p m e n t  

Risk  
Nam e

Risk  Type Risk  descript i o n Risk  Level  (Probab i l i ty ) Risk  Mitiga t i o n

Neg a t iv e  
public  
opinio n

Reputa t ion
al

Members  of  the  public  
may  object  to  
developme n t s  at  the  pool  
the  new  changing  village.  

Members  of  the  public
may  object  to  demolition
of  trees  necessa ry  for
building  work.

Low  SASP  will  agree  a  commu nica t ions  plan  
to  mitigat e  this.  Coordina tion  and  
agree m e n t  of  key  messag es  / media  
releases  etc.  Continued  commu nica tion  
with  stakeholde r s ,  users  and  the  public  
will  be  importan t  at  all  design  stages  to  
ensure  that,  where  possible,  these  
groups  are  suppor t ive  of  the  project.  

Site  
cons tr a in
ts

Financial,  
deliverabili
ty

Unknown  site  const rain t s  
are  revealed  by  detailed  
surveys  (e.g.  ground  
conditions,  protec te d  
wildlife  etc.)  which  delay  
the  project  and  increase  
capital  costs.  

Mediu m The  RIBA const ruc t ion  process  will  
provide  detailed  site  surveys  if the  
project  moves  to  the  next  stage.  
Appointme n t  of  professional  technical  
team  will  suppor t  the  manage m e n t  of  
risk.  

Capital  
fundin g

Financial,  
deliverabili
ty

The  extension  project  
assum es  extern al  funding  
(c£220,000)  from  two  
prospec tive  providers .   

Mediu m Setting  interim  fundraising  targe t s  and  
cash  flow  manag e m e n t  will  be  crucial  in  
managing  this  phase.   Ongoing  
commu nica t ion  with  Sport  England  will  
be  maintaine d .  

Projec t  
chan g e s

Financial  
deliverabili
ty

Design  change s  will  
inevitably  occur  as  the  
project s  develop  (e.g.  
following  public  
consulta t ion  or  planning  
feedback).  The  budgeta ry  
impact  of  all  the  changes  
on  the  capital  and  revenue
costs  and  on  the  business ,  

Mediu m Continually  review  the  business  plan  
when  changes  are  made  to  the  project  to  
ensure  that  a  design  change  does  not  
nega tively  impact  the  business  plan  (or  if
it  does,  it  reduces  the  capital  cost  
accordingly  to  keep  the  project  
affordable).  



Risk  
Nam e

Risk  Type Risk  descript i o n Risk  Level  (Probab i l i ty ) Risk  Mitiga t i o n

plan  will  need  to  be  
monitored  carefully  to  
ensure  they  do  not  
nega tively  impact  on  
affordability.

Externa l  
comp e t i t i
on

Financial,  
deliverabili
ty

The  business  plan  is  
compromised  due  to  new  
extern al  leisure  facility  
competi tion  entering  the  
local  area.  

Low It  is  unlikely  (given  the  popula tion  level)  
that  there  will  be  any  further  new  
entran t s  into  the  marke t  however  
monitoring  of  local  marke t  to  ensure  
aware  of  any  compe ting  opera to r  
change s  / improveme n t s  is  advised.  

Stake h o l d
er  buy- in

Reputa t ion
al,  
financial  

Key  users  and  par tne r s  
(e.g.   public  health ,  Town  
Council  etc.)  do  not  feel  
that  their  views  are  being  
heard  and  become  
disenfranc hised .  

Low  SASP  are  well  connec te d  locally,  and  it  
will  be  essen tial  to  maintain  and  increase
stakeholde r  buy- in,  ensuring  that  the  key
require m e n t s  of  the  stakeholde r s  can  be  
delivered  through  the  project .  Regular  
consulta t ion  and  commu nica t ion  with  
key  partne r s  are  key.   Draw  up  a  project  
commu nica t ion  plan  and  include  key  
partne r s .  

Lack  of  
reso urc e

Deliverabil
ity,  
financial  

The  project  team  is  not  
resourc e d  sufficiently  to  
manage  and  deliver  the  
project  on  time  and  on  
budget .

Mediu m

There  are  several  risks  associate d  with  the  proposals  detailed  within  the  business  plan  section  as  follows:



1. Failure  of  SASP  to  increas e  income  and  achieve  expendi tu r e  targe t s  resulting  in  the  transi tional  period  
being  unsuccessful  / unsus t aina ble .   In  this  eventuali ty  the  facility  will  be  financially  unsust ain a ble  and  
would  close.

2. Major  failure  of  the  mechanical  installa tions .  SASP  have  a  recent  conditions  survey  and  have  replaced  
their  boiler  system  and  there  are  no  major  structu r al  (pool  tank  inspec tion  carried  out)  or  mecha nical  issues
with  the  building  or  installa tions.  SASP  have  built  into  our  financial  projections  a  lifecycle  / sinking  fund  
allow  for  ongoing  repairs ,  mainten a n c e  and  replace m e n t  in  the  event  of  failure.  

3. Recruitme n t  of  new  business  developme n t  and  commu nity  engag e m e n t  staff  membe r  – this  role  plays  a  
pivotal  part  in  the  success  of  the  project .   It  provides  the  glue  betwee n  the  Board,  Manage r  and  
Stakeholde r s  and  is  very  importan t  to  the  successful  delivery  of  the  commu nity  hub.   Early  recruitme n t  on  a  
fixed  term  basis  will  be  conside re d  in  2020/21  well  in  advance  of  the  new  facility  opening.  

Respo n s i b i l i ty  and  Report in g

A risk  regis te r  will  be  maintained  by  the  SASP  and  will  be  reviewed  on  a  quar t e r ly  basis  as  a  minimum  as  part  of  the  
business  planning  process .  



11. Social and Economic Impact 

Introd u c t i o n

The  approach  adopted  in  under t aking  the  impact  assessm e n t  is  based  on  centr al  
govern m e n t  appraisal  guidance ,  including  the  HM  Treasury’s  ‘Green  Book’.  The  
assessm e n t  provides  an  analysis  of  the  expected  outputs  and  outcomes ,  principally  in
relation  to:

 investme n t  in  commu nity  sport  and  leisure  facilities,  

 tempora ry  const ruc t ion  jobs,  

 potential  leisure- related  benefits ,  including  new  unique  users,  

 increase d  health  benefits ,  

 net  additional  jobs  gener a t e d  through  the  new  sports  facilities,  and   

 additional  expendi tu r e  of  new  residen ts  in  the  local  economy

An estima te  of  both  the  gross  and  net  additional  impact  of  the  project  at  a  local  level  
is  provided  and  conside ra t ion  has  been  given  to  the  possible  multiplier  effects  that  
could  be  realised  within  the  local  economy.

Develo p m e n t  

The  assessm e n t  is  based  upon  the  Option  8  Bowman  Riley  Architec t s’  Plan  (i.e.  
village  changing  extension  including  a  new  café,  multi- purpose  activity  studio  and  
recep tion),  and    const ruc t ion  costs  have  been  deter min ed  by  utilising  capital  cost  
work  under t ak e n  by  Cairn  Wharf  quanti ty  surveyors  in  consulta t ion  with  Sport  
England’s  cost  consultan ts  Abacus  Cost  Manage m e n t .  

Assu m p t i o n s

This  report  provides  a  high- level  indication  of  the  economic  and  social  impacts  from  
Option  8  and  is  based  upon  the  following  key  assump tions:  

1. A capital  cost  estimate d  at  £602,448  have  been  applied.

2. The  business  plan  in  a  mature  year  following  the  opening  of  the  
extension  sugges t s  that  it  will  gener a t e  income  of  c£290,000  with  an  
expendi tu re  of  c£271,000.  This  provides  a  potential  opera t ing  revenue  
surplus  of  circa  £19,000  (before  the  chari ty  shop  profit  contribut ion  is  
included).  



3. From  a  health  and  wellbeing  perspec tive,  the  business  plan  anticipa t e s  
just  over  69,000  uses  per  annum,  which  is  an  increase  of  c19,000  per  
annum  to  the  curren t  use.

Socia l  and  Econo m i c  Bene f i t s  

The  project  will  genera t e  a  range  of  economic,  social  and  wider  benefits  and  this  
assessm e n t  seeks  to  quantify  these  benefits .  

Constru c t i o n  impact s  

The  building  of  the  pool  extension  is  expected  to  suppor t  several  tempora ry  
const ruc t ion  jobs.  Table  11.1  below  gives  the  projected  construc tion  spend  for  each  
compone n t .  

Table  11.1  - Constru c t i o n  spend

Co nstruction Descriptio n Capital Co sts Co efficients

Constructio n 

Emplo yment 

Years 

Leisure / Community Facility / Centre £602,448 16.60 10.00

Totals £602,448 10.00

Construc t ion  costs  have  been  deter min e d  by  utilising  capital  cost  work  under t ak e n  
by  Cairn  Wharf  quanti ty  surveyors  in  consulta t ion  with  Sport  England’s  cost  
consultan t s  Abacus  Cost  Manage m e n t .  

Table  11.2  sets  out  const ruc t ion  direct  jobs  coefficients  by  category  of  activity.  The  
coefficients  express  the  number  of  worker s  required  over  one  year  to  deliver  £1m  of  
const ruc t ion  investme n t .

Table  11.2  – Labour  Coeffic i e n t s  (worker s  per  £1 m  output )

Activity Jobs per £m

Housing 19.9

Infrastructure 13.9

Public non-housing 10.7

Private industrial 10.0

Private co mmercial 16.6

Housing repair & maintenance 30.8

Non-housing repair & maintenance 29.7

Source:  Calcula ting  Cost  Per  Job,  Homes  & Communi ty  Agency  (2016)

For  calculat ion  purposes  the  proposed  extension  would  be  classified  as  ‘Private  
Commercial’.  Using  the  respec tive  spend  and  jobs  coefficients  would  indicat e  that  
the  scheme  will  suppor t  10.00  gross  person  years  of  const ruc tion  jobs.



In  calcula ting  the  Cost  per  Job,  we  have  used  the  widely  recognised  HCA  Calculating
Cost  Per  Job,  HCA  (2015)  to  estimat e  the  ‘construc tion  employmen t  years’  or  person  
years  of  employmen t ,  which  is  the  recomm e n d e d  metric  in  the  HCA  guide.  It  is  a  
metric  used  to  provide  a  like  for  like  comparison  betwee n  projects.

Table  11.3  – Constr uc t i o n  Employ m e n t  Years  (by  End  Use )

Description Factors

Leisure /  

Co mmunity 

Facility /  

Centre

Other To tals

Construction Employment Years 10.00 0.00 10.00

Additio nality

Leakage 20% -2.00 0.00 -2.00

Displacement 20% -1.60 0.00 -1.60

Sub total 6.40 0.00 6.40

Multiplier 1.2 7.68 0.00 7.68

Net Construction Employment Years 7.68 0.00 7.68

To  assess  the  net  additional  impact  of  const ruc tion  jobs,  the  analysis  reflects  
recognisable  factors  commonly  used  in  the  HCA  Additionality  Framewo rk  2015  (HCA
2015)  which  have  been  assesse d  as  follows:  

 leaka g e  – using  local  marke t  intelligence ,  it  is  assume d  that  80%  of  
labour  spend  is  within  a  10- mile  radius  of  the  site.  As such,  leakage  has  
been  set  at  20%.  

 displa c e m e n t  – in  terms  of  construc tion  activity  and  in  rela tion  to  
future  developm en t ,  it  is  conside red  that  there  is  capacity  to  
accommo d a t e  circa  80%  of  the  increase d  demand  within  Ashfield.  
Therefore ,  we  have  assum ed  that  the  displace m e n t  rate  for  this  project ,
in  terms  of  const ruc t ion  activity,  is  rela tively  low  at  20%.

 multip l i er  effec t s  – alongside  direc tly  suppor t ing  employme nt  
crea tion,  the  construc tion  activity  related  to  the  project  will  also  lead  to
additional  job  opportu ni ti es  through  supply  chain  expendi tu r e  (indirec t  
effects)  and  induced  effects  through  const ruc t ion  employee  spend  on  
goods  and  services  within  the  catchme n t  area.  To  reflect  the  indirec t  
and  induced  multiplier  effects  associate d  with  the  const ruc t ion  phase,  
referenc e  has  been  made  to  benchm a r k s  outlined  within  additionali ty  
guidance  produced  for  the  Depar tm e n t  of  Business  Informa t ion  and  
Skills  (BIS)  a  composite  multiplier  of  1.2  has  been  used;  and  

 deadw ei g h t  – it  has  been  assume d  for  the  purposes  of  this  assessm e n t  
that  there  would  little  in  the  way  of  const ruc t ion  activity.  As such,  the  
deadweigh t  has  been  assume d  to  be  zero.  

Based  on  this  analysis,  the  estimate d  number  of  net  additional  person  years  of  
const ruc t ion  employmen t  genera t e d  is  adjust ed  to  7.6 8 .



Operat io n a l  Jobs  

In  addition  to  the  employmen t  opportuni t ies  crea t ed  during  the  construc tion  of  the  
new  leisure  centr e  and  residen tial  developme n t ,  there  will  an  impact  on  the  numbe r  
of  opera t ional  jobs  associated  with  the  running  of  the  new  facility.  

To  assess  the  true,  additional  impact  on  employment  of  the  new  pool  extension  we  
have  assume d  that  there  will  be  up  to  one  full  time  membe r  of  staff  employed,  a  half  
time   c18hour  per  week  business  developme n t  post  and  half  time  c18hours  per  week
targe t e d  activity  progra m m e  staff.  

In  dete r mining  the  net  additional  opera t ional  jobs,  each  of  the  additionali ty  factors  
has  been  assessed  as  follows:  

 deadw ei g h t  – under  the  curren t  spor ting  arrang e m e n t s  it  is  estimate d  
that  1  FTE  jobs  are  suppor t e d .  For  modelling  purposes  this  figure  
represe n t s  the  project  deadweigh t .  

 displa c e m e n t  – it  has  been  assume d  that  the  displace m e n t  rate  for  this
whole  developme n t  scheme  is  0%.  

 multip l i er  effec t s  – no  multiplier  has  been  assume d;  and  

 leaka g e  – a  leakage  rate  of  0%  has  been  applied.  

Applying  these  factors,  the  table  below  sets  out  the  estima te d  numbe r  of  net  
additional  opera t ional  jobs  gener a t e d  by  the  scheme.

Table  11.4  – Net  Additio n a l  Operat io n a l  Jobs

Current 5

New Facility 1

Gross jobs 6

Gross  Value  Added  (GVA)

GVA is  the  measur e  of  the  value  of  goods  and  services  produced  in  an  area,  indus t ry  
or  sector  of  an  economy.  Using  the  net  additional  opera t ional  jobs  figure  (1  FTE)  it  is
possible  to  estimate  the  increase  in  GVA in  the  local  area  from  the  project .  The  GVA 
data  available  for  2015  shows  that  the  GVA per  Head  for  Craven  Distric t  is  £26,664  
per  annum.  This  calculation  is  presen te d  in  the  table  below  on  an  annual  and  five-
year  basis  (undiscoun t e d/discou n t e d) .



Table  11.5  – Net  Additio n a l  GVA

Average Value £26,664

Net Additional GVA 

Annual GVA (undiscounted) £26,664

Cumulative Impact (five years) Undiscounted £133,320

Cumulative Impact (five years) discounted £124,603

Discount Calculator 3.5%

Source:  
https://www.ons.gov.uk/economy/g ros svalue a dd e d gv a/da t a s e t s / r e g ionalgvaibylocalau t ho r i tyinthe uk  

Leisur e  Healt h  and  Well  Bein g  ben ef i t s  

Sport  delivers  benefits  to  participan t s ,  specta to r s  and  to  the  economy  and  therefore  
suppor t s  a  wide  range  of  policy  agend as .  The  economic  impact  of  spor t  in  terms  of  
national  GVA and  employmen t  is  substan ti al .  However ,  these  measu re s  only  captu re  
part  of  its  economic  value.  For  those  who  participa t e  in  sport  there  are  health  and  
wellbeing  (or  happiness)  impacts .  These  impacts  have  been  estimate d  for  the  
scheme.  

Leisur e  – wel lb e i n g  ben e f i t s  

As one  of  the  main  drivers  of  this  project  is  the  improveme n t  of  the  curren t  offer  for  
the  residen t s  of  Settle,  it  is  envisaged  that ,  post- completion,  the  number  of  users  to  
the  new  centr e  will  increase .  

Using  resea rc h  provided  by  DCMS  (2014),  it  is  estimate d  that  there  is  a  “wellbeing”  
benefit  equivalent  to  £1,127  per  person  for  sports  participa t ion.  It  is  therefore  
possible  to  estimate  a  moneta ry  [wellbeing]  value  to  the  projected  numbe r  of  unique  
users.  

In  calcula ting  this  benefit,  it  is  pruden t  to  assume  that  a  propor t ion  of  these  unique  
users  with  be:

 repea t e d  visitors,  and  

 some  will  be  engag e d  in  leisure  activities  at  the  existing  centr e  prior  to  
the  opening  of  the  new  centr e .  

To  reflect  this,  we  have  made  assume d  a  95%  ‘deadweigh t’  factor  which  gene ra t e s  
950  new  unique  users .  The  calcula tion  and  results  are  set  out  in  the  table  below  and
shows  that  the  marginal  wellbeing  benefits  from  the  scheme  are  £1.0 7 m  of  lifetime  
benefits  for  the  scheme.

https://www.ons.gov.uk/economy/grossvalueaddedgva/datasets/regionalgvaibylocalauthorityintheuk


Table  11.6  – Margina l  Wellb e i n g  Ben ef i t s

Current Year 3 Forecast

Number of Users per annum -                    19,000               

Difference between Users 19,000               

Composite deadweight 95% 18,050-               

Total new unique users 950                   

Value metric £1,127

Marginal Wellbeing benefits £1,070,650

  Leisur e  - Heal t h  benef i t s  

There  is  evidence  that  taking  part  in  sport  improves  health,  with  associat ed  
economic  benefi ts.  Physical  activity  is  linked  to  reduce d  risk  of  over  20  illnesses ,  
including  cardiovascular  disease  and  some  cance rs .  According  to  Sport  England,  
taking  part  in  regular  spor t  can  save  betwee n  £1,750  and  £6,900  in  healthca r e  costs  
per  person  in  lifetime  cost  saving  (Source:  https://www.gov.uk/guidan c e /cas e-
progra m m e )

Conse rva tively,  we  have  applied  the  lower  end  of  the  healthca r e  lifetime  cost  savings
(£1,750)  to  the  projected  number  of  additional  unique  users  (950)  which  provides  
the  following  lifetime  savings  set  out  in  the  table  below.  In  prac tice ,  this  means  the  
new  extension  could  save  the  NHS  c£1. 6 6 m  in  lifetime  cost  savings.

Table  11.7  – Margina l  Heal th  Ben ef i t s

  
Total  new  unique  
users                     950  
Value  metric  £1,750
Marginal  Health  
benefits £1,662,500

https://www.gov.uk/guidance/case-programme
https://www.gov.uk/guidance/case-programme


Sum m a ry  

The  Economic  and  Social  Impact  Assessme n t  has  looked  at  the  effect  of  the  
const ruc t ion  of  a  new  health  and  wellbeing  extension  to  Settle  Area  Swimming  Pool  
to  provide  a  long  term  sustaina ble  opera t ing  model  for  the  pool.  

The  findings  from  the  assess m e n t  clearly  point  to  significant  benefits  flowing  the  
whole  initiative.  

The  construc tion  will  genera t e  8.23  construc tion  jobs  in  person  years.  

Once  opera t ion al ,  the  pool  is  forecas t  to  crea t e  one  new,  full  time  equivalen t  
additional  opera t ional  job.  In  turn,  this  job  could  increase  local  GVA by  £124,603  
over  a  five- year  period.  

It  is  also  widely  accepte d  in  economic  litera tu r e  that  spor ts  par ticipa tion  has  several  
wider  benefits  that  can  be  captu red  and  recorde d.  In  this  assess m e n t ,  using  DCMS  
resea rc h ,  it  has  been  calculated  that  the  increas e d  par ticipa tion  could  yield  
significant  “wellbeing”  benefits  of  £1.07m.  

Published  Sport  England  resea rch  also  indicate s  that  physical  activity  improves  the  
health  of  the  participan t s  and  that  there  are  financial  savings  in  lifetime  healthca r e  
costs.  Using  Sport  England  figures ,  it  can  be  projected  that  this  project  will  save  
substan tia l  healthca r e  costs  that  would  otherwise  have  to  be  picked  up,  most  
probably  by  the  NHS  of  £1.66m.

Table  11.8  – Sum m a ry  of  Econo m i c  and  Socia l  Impa ct

Sum m a ry  of  Impa ct s  

Net  Const ruc tion  in  Person  Years 7.68

Net  Opera tional  Jobs 1

Gross  Added  Value  (5  Years  Discounte d) 124,603

Marginal  Wellbeing  Benefits  (Lifetime) 1,070,650

Marginal  Health  Benefits  (Lifetime) 1,662,500

The  final  section  provides  an  executive  summa ry  of  the  business  plan.

Executive Summary

Introd u c t i o n  

The  5  Year  Business  Plan  has  been  developed  by  the  Trustees  with  suppor t  
from  professional  advisors  provided  by  Sport  England  and  assumes  
commenc e m e n t  on  1st  April  2020  running  to  31st  March  2025.



The  business  plan  has  been  fully  costed  and  reflects  the  proposed  
manag e m e n t  of  the  Swimming  Pool  and  proposed  Communi ty  Health  Hub  
extension  and  village  changing  room  improvem e n t s  from  April  2020  to  March  
2025.

The  plan  provides  the  framework  for  the  developme n t  of  the  services  and  
resource s  requir ed  over  the  next  five  years,  with  focussed  business  
developme n t  improvem e n t s  over  the  first  three  years  to  help  provide  a  long  
term  ‘custo m e r  focus s e d  delivery’  solution  for  this  much  loved  and  well  
used  local  amenity  as  summa rise d  below.  

The  business  plan  demonst r a t e s  how  the  propose d  investme n t  can  be  
delivered  and  the  significant  positive  impact  on  the  commu nity  that:

A. has  a  high  stra tegic  fit  with  national  and  local  economic,  health,  and  
planning  stra te gie s  including  Craven  District  Council’s  built  facilities  
stra t egy,

B. is  strongly  suppor t e d  by  local  consulta t ion  addressing  the  most  freque n t
custome r  feedback  to  address  the  poor  changing  rooms  and  by  offering  
complimen t a ry  ‘dry’  activities,   

C. is  justified  in  respec t  of  deman d  and  marke t  insight ,

D. will  drive  up  participa tion  rates  by  c40%  (c19,000  annual  visits),  
helping  to  address  inactivity,  with  positive  lifetime  health  and  economic
benefits  estimate d  at  £1.66m.

E. will  provide  investme n t  to  improve  our  IT systems  and  engag e m e n t  
work,  delivered  through  a  new  business  developme n t  and  communi ty  
engag e m e n t  post,  

F. will  reduce  our  carbon  footprin t ,

G. will  provide  a  long- term  sustainable  solution  for  the  Swimming  Pool  and
Community  Hub  following  the  c£600,000  capital  investme n t .



The  project  cost  of  c£600,000  can  be  delivered  through  c£400,000  of  
investme n t  from  SASP  with  additional  extern al  capital  funding  of  c£200,000.   

The  project ,  subjec t  to  extern al  funding  suppor t ,  can  be  proceed  under  the  
following  progra m m e  and  be  open  to  the  public  by  Septe mb e r  2021.  

END


	Foreword
	1. Introduction
	Our Charitable Objective
	Customer Focussed Delivery

	2. Key Challenges and Opportunities
	Introduction
	SLOT Analysis
	Table 2.1 – Internal Strengths and Limitations
	Health Check Review
	Key Challenges and Opportunities - What does this mean for Settle Area Swimming Pool?

	3. Communication and Marketing
	Introduction
	Community Life Focus
	Practical Application
	Resources
	Local and national insight
	National Insight
	Activity Alliance
	Local Insight
	Understanding our Local Market
	Catchment Analysis within 15 minutes’ drive time of Settle Area Swimming Pool
	Map 3.1 – Drive Time Catchment around Settle Swimming Pool
	Table 3.1 – Up to 15-minute drive time catchment around Settle Swimming Pool
	Using a 15 Minute Drive Time
	
	User and Non-user Consultation
	Users
	Non – Users
	What customers want in the future…….
	Sport England Market Segmentation
	Demand
	Current Reach of the Services
	Pricing
	Fundraising and Sponsorship
	Marketing & Promotions Summary

	4. Community Engagement, Partnership and Collaboration
	The importance of collaboration, developing partnerships and engagement at a local level
	Partner Consultation
	Figure 4.1: Partnership Infographic – What’s happening in Settle?
	

	5. People
	Proposed Solutions

	6. Asset Management
	Building Lifecycle Fund Contribution
	Equipment Replacement

	7. Information and Communications Technology
	8. Facility and Service Developments
	Why are we investing in service changes at SASP?
	‘Other service Changes and Improvements’
	Table 8.4 – Other Service Changes
	10 Steps to Carbon Reduction

	9. Financial Implications and Resources
	Overview
	Income and Expenditure 2019/20
	Table 9.1– Baseline Position 2019/20
	Business Plan (April 2020 to March 2025)
	Business Plan Assumptions
	Table 9.2 - Five Year Business Plan - Financial Model
	Income and Operating Costs
	Income
	Swimming
	Multi Activity Studio (Health and Fitness/Community)
	Special Events and Meetings
	Secondary Spend and Cost of Sales
	Other Income, Paper Recycling and Donations
	Operating Costs
	Staffing Costs
	Advertising and Marketing
	Consumables
	Swimming Cost of Sales


	10. Performance and Risk Management
	Performance Measurement
	Engagement
	Table 10.1 - Meetings Schedule
	Reporting
	Table 10.2 – Deadline for Reports
	Table 10.3 – Minimum Information for Performance Reports
	Governance, Leadership and Advocacy
	Financial Sustainability
	Use of the Services
	Operational Performance
	Customer & Staff Satisfaction
	Community Engagement and Collaboration
	Asset Management
	Environmental Sustainability
	Economic and Social Impact
	Target Groups (Case Study and Special Projects)
	Risk Management
	Risk Management Strategy
	Risk Register
	Risk Management Process
	Strategic and Operational Risks
	Strategic Risks
	Operational Risks
	Table 10.5 – Strategic Risk Areas using PESTLE
	Table 10.6 – Operational Risks
	
	Responsibility and Reporting

	11. Social and Economic Impact
	Executive Summary

