1. Introduction

The purpose of this report is to follow up Cabinet Reports submitted and approved in November 2001 and January 2002 which resulted in the establishment of a partnership with Alliance Leisure Services (ALS) to develop health and fitness provision across the City Council’s Leisure Facilities.

The report will also provide an update on the information presented to Scrutiny Committee in July 2002 and give an overview of progress to date, including implementation schedules, participation levels and income generation.

2. How the partnership works

2.1. Alliance Leisure Services (ALS) 

ALS are the funding partners. A total of £1,081,470 has been provided to fund new or extended health and facilities and support services across 9 Fit City Centres. Re-payment of capital funding is made through monthly payments from income generated through the health and fitness developments.

The monthly repayments are centre specific and are banded against projected income. They ensure that all City Leisure’s operational costs and projected surpluses are covered before the 30% / 70% profit share is implemented (70% to City Leisure). 
ALS also provide on-going operational support. This support takes the form of two members of ALS’s Management Team meeting the Service Development Manager and Area Managers on a monthly basis. The monthly meetings are used to establish and monitor best practice in managing the development process and to feed back the results of service audits to City Leisure. This enables continuous improvement of management and operational systems and procedures. ALS have also assisted City Leisure staff in product training.

A recent development is that ALS have brought all promotional and marketing activities within the remit of the company. 

This has resulted in a Marketing Officer being designated to City Leisure from January 2003, who works closely with City Leisure to provide further sales training, visiting all sites on a weekly basis to support staff delivering the sales process and assisting Senior Managers to develop strategy.  Originally, such services were contracted out to Club Success Limited (CSL). 

2.2. Club Success Limited (CLS)

In the previous report to Scrutiny Committee, the partnership with CSL (Club Success Limited) was explained. This company was ‘bought in’ by ALS to provide City Leisure with all marketing and promotional support needed to develop the contract. Part of this agreement was the provision of an ‘Impact Sales Team’ (At an additional cost to City Leisure of £25 per member) to generate memberships at the outset of each contract.

CLS also provided the initial staff sales training and co-ordinated year- round promotional activities with centre-based Managers through regular monthly meetings.

The Impact Sales Teams ceased to operate beyond August 02. This was as a result of the continuous evaluation process that revealed that the on-going costs of impact sales would be too expensive to sustain on a mid to long term basis, particularly given the number of sites involved.   

2.3. City Leisure Membership Advisors

Although the mode of the sales process through the external Impact Sales Team was withdrawn it was essential to sustain the momentum of sales and to deliver this in a more cost-effective manner. 

A team of Sales Advisors was recruited from City Leisure staff and given temporary contracts running from January until March 31st 03. Further evaluation has led to revised sales staffing structure being planned and implemented from 1st April 03. If this continues to be successful a report will be forwarded to Lead Member for these posts to be added to establishment.

Appendix 1 is an example of a monthly sales analysis form demonstrating how the Sales Team set targets and monitor performance

As with the Fitness Instructors, any additional expenditure would need to be met from the revenue generated through the suites. With this in mind, City Leisure are discussing with ASL the possibility of raising the income bands in order to provide whole or part payment towards such staffing costs.

2.4. Membership Collection Agency (MCA) 

MCA manage the direct debit membership aspect of the partnership. This commenced with the company donating the computer hardware to operate the membership system that City Leisure were unable to provide at the commencement of the contract (approximate value £12k).

MCA then provided and installed the computer software to operate the direct debit membership system into all 9 Fit City Centres. MCA also provided all staff training for City Leisure to operate the systems effectively. This process has now been completed. However, MCA also provide on-going staff and customer support.

MCA work closely with City Leisure's Group Accountancy Team to ensure that all financial aspects of the membership scheme is managed effectively. Fortnightly, monthly and annual status reports are also forwarded to City Leisure’s Senior Management Team.

City Leisure are also currently evaluating an integrated computerised management information system by MCA. This type of system is designed to manage admissions and bookings at all Fit City Centres. Capital funding of £90,000 has been approved following the recommendations of the recent CPA Inspection.

2.5. Life Fitness UK

Life Fitness UK were appointed equipment and development partners in 1999. It is through this partnership that the subsequent partnership with ALS was formed. Life Fitness remain the contracted supplier of fitness equipment for ALS partnerships throughout the country.

Life Fitness are one of the leading suppliers of fitness equipment in the world. They are the supplier to the G.B. Olympic Committee and many of the leading brands of private sector health clubs including, David Lloyd, Fitness First, Total Fitness and Marriott Hotels.  Our residents are receiving the same if not better a quality of provision than anything in the private sector.

The equipment provided during the first phase in 1999 has proved popular with customers and reliable in operation. All the new facilities are covered by a ‘Premier’ service contract for the term of the partnership (7 years).

The success of the new schemes has led to installation of additional C.V. equipment (treadmills, static bikes etc.) to cope with the high number of customers attending at peak times.

2.6. Parkholme Construction

Parkholme Construction provide the design and build aspect of construction and development. They employ teams of craftsmen and sub-contractors to ensure that City Leisure gain a high standard of facility that has a visual impact to customers and carries a certificate of quality and a ten year guarantee of workmanship.

A project Contract Manager from Parkholme is in day to day contact with the Service Development Manager from City Leisure. The Contract Manager also has a co-ordinating role with Development Services to ensure adequate consultation takes place regarding building works taking place within the City Council’s facilities.

Development Services have acted in an advisory capacity only. However, this role has proved beneficial to both the contractor and City Leisure and has undoubtedly improved the final product.

In addition to the suites themselves investment has been directed into associated areas such as foyers and changing rooms. 


      2.7. John Shreeves and Partners (JSP).  

The overall project is co-ordinated by an independent company of chartered surveyors, John Shreeves & Partners. 

JSP host regular meetings with representatives from all the development partners to ensure that the project is running to budget, any variations to the contract specifications are carefully considered and that they are consulted regarding any changes to the specifications. 

JSP also ensure that building regulations and health and safety policies are strictly adhered to. 

The company also conduct a final inspection of all facilities upon completion and ensure that any rectification issues are completed satisfactorily.

3. Implementation schedule:

Fit City Broughton Pool
 
opened 18/02/02
Fit City Clarendon 

opened 08/04/02
Fit City Eccles


opened 25/04/02
Fit City Worsley


opened 17/09/02
Fit City Pendlebury

opened18/09/02
Fit City Ordsall


scheduled – summer 2003
Fit City Broughton C

Funding redesignated to Ordsall

The facility at Ordsall will be implemented in sympathy with the corresponding developments planned for the adjacent Quayes Campus site.  This project involves a total remodelling of the facility and the installation of new changing facilities an activity area, soft play area (funded from SAYO), new entrance doors and reception, and new vending/seating area.

At Fit City Broughton the recent installation of an ICT training facility into the area designated for the fitness suite has caused a review of our position.  Converting the remaining squash courts would not only remove an activity from the centre’s portfolio but would also add considerable costs to the project.  There is no other suitable area in the facility.  

The suite planned for Fit City Broughton Centre was designed to target a niche market concentrating on hammer strength – it would need to compliment rather than compete with the nearby suite at the pool.  The developer estimated that the FDP costs of £7,250 per annum would, at the very least, treble, which would create an operating deficit of approximately £20,000 per annum. This project is no longer viable and, therefore, the committed investment was transferred over to Ordsall with Lead Member approval.

4.       Current Performance

Seven newly branded aspire @ Fit City Fitness Suites have opened and are operating across the City.

Up to 12th March 2003, 2877 all-inclusive direct debit memberships have been sold. (866 had been recorded at time of the previous update to the Scrutiny Committee in July 2002) 

Sporting income at the end of period 11 (February) was up by £342,812 on the same period last year.

The income derived through the suites, which includes inductions, pay and play and all-inclusive memberships, for Period 11 (February) was £64,564.  This compares with the target of £57,299, which was the projected monthly target in the initial report to Cabinet. The target is based on the income required to cover the monthly payments to the funder ALS, our staffing costs and the projected surplus of £112,000.  Please refer to appendix 2, Fitness Suite Income Monitoring Form, that displays the fitness suite income generated at each Fit City Centre in relation to the target.

Fit City Centres Broughton Pool, Cadishead, Irlam and Eccles have surpassed the monthly income levels needed to achieve the projections given in the report to Cabinet.  If all the facilities were operating at their projected threshold the surplus generated will be £112,000.

Member retention is a significant factor when assessing the development potential of a scheme of this nature.  What you should avoid is the scenario of filling a bath with the plug left out i.e. as you generate members, current members are cancelling at a greater rate.  Cancellation of memberships is inevitable, however, your service development and marketing should focus on ensuring that the cancellation rate never exceeds your membership sales. 

MCA in addition to our membership database are managing this service for 40 Local Authorities nationwide.  When benchmarking against the average result of these Authorities, City Leisure are performing well with an overall comparison of 7.3% less cancellations. Appendix 3 "City of Salford Membership Overview" is a memorandum from MCA that concludes that "City of Salford are currently 'keeping' considerably more customers paying from payment number one to nine in relation to other Local Authorities.".

This reflects on both the quality of service delivery at the suites and the staff within them.

