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Executive Summary

Introduction 

i) In June 2005, Carlisle City Council (‘the Council’) commissioned PMP to produce a Sports Facility Feasibility Strategy. The aim of this strategy is to guide future provision and management of existing resources in the Carlisle area in the context of national policy and local development criteria.

Strategic Context

ii) Carlisle City Council is the northern most Council in Cumbria and currently serves an important sub- regional function for business, shopping and tourism. The Council area encompasses the City of Carlisle and the extensive surrounding rural areas including the market towns of Longtown and Brampton.

iii) The geography of Carlisle is diverse which reflects its location between the Scottish borders in the north and the Lake District in the south and from the Solway coast in the west to the Pennines in the East.

iv) The Council now want to plan for the future and embrace new opportunities in education, culture, leisure and the arts through a programme of regeneration. This strategy will inform this process by setting the current sporting position in a national, regional and local strategic context.

v) The strategic context has identified the key issues for the Sport Facility Feasibility Strategy as follows:

· the strategy should take into account national priorities of increasing participation in sport and physical activity, particularly amongst groups which do not traditionally take part

· the strategy should consider innovative new solutions to facility development, combining a range of activities which promote health and physical activity

· the profile of sport and recreation in Carlisle needs to be highlighted as a contribution to wider corporate objectives 

· there is a relative lack of affluence in the City and District with a lower than average propensity to take part in sport and recreation. However, there is a strong local network of sports clubs in certain sports such as swimming and tennis which are growing in popularity which highlights the need for good quality local provision.

Profile of Provision

Local authority

vi) The Council operates leisure and sports facilities across the district, managed by Carlisle Leisure Ltd on behalf of the authority. The programming policy for these facilities support the mass/community market and under-represented groups and is consistent with the Council’s corporate objectives and demographics in the area.

vii) Carlisle Leisure Limited vision is to create quality leisure opportunities delivered to customers with the highest level of service representing excellent value for money.

viii) It is important that the Council promotes and encourages active lifestyles by providing a range of accessible facilities that appeal to a broad cross-section of age groups.  

ix) Carlisle Leisure Ltd encourages participation from all sectors of the community and offers customers a loyalty card scheme called the Ultimate Card. This provides discounted prices to a full range of activities for regular users of the leisure facilities within Carlisle.

x) The Council may decide in the future that it needs to provide more for the mid/upper market segment. This would have the benefit of raising important health and fitness income that could be used for reducing subsidies to leisure centres.

Voluntary sector

xi) The voluntary sector fulfils an important role as a provider of community sports provision. The Council are committed to providing support to voluntary sector organisations wherever possible. 

xii) A selection of voluntary facilities at the core of community provision include:

· Longtown Community Centre

· Burgh Village Hall

· Brampton Community Association (Irthing Centre)

Education

xiii) Schools and colleges have the potential to play an integral part in sport and leisure provision in any area. A number of local sports clubs and community groups in Carlisle benefit from the use of school facilities. In addition, a range of sports development programmes and initiatives are delivered using school facilities. 

xiv) Use of this network of facilities is currently being maximised. The following facilities provide important community access:

· Morton School

· St. Aidan’s Specialist Sports College

· Trinity School

· William Howard School, Brampton

· Caldew School

· St. Martins College

xv) There is scope to improve this situation through supporting proposed facility developments, the attainment of Specialist Sports College status by local secondary schools and establishment of formal dual-use agreements.

xvi) The profile of major sports facilities in the Carlisle is summarised below:

· the two main public facilities are performing well. However, there the Pools Complex is in need of investment

· staff and energy costs are high, at the Pools Complex due to older, inefficient facilities, suggesting that longer term sustainability will continue to be an issue

· bringing the Pools Complex and Sands Centre together would address staff cost issues

· the geographic spread is good, however, the Pools Complex has access issues and limited parking owing to its location south of the railway line

· the Council facilities are complemented well by other school, private and voluntary facilities such as Morton School, Trinity School and St. Aidans High School

· the range of facilities is good, with a mix of indoor wet and dry provision, athletics, synthetic turf pitches.

Swimming
xvii) The Pools Complex is a well used and popular local facility, where user satisfaction is fairly high and quality is perceived to be adequate. This facility could continue to operate as it is in the short term.

xviii) There are access and parking issues at the current site and there is a political aspiration to improve the swimming facilities.

xix) Consultation and supply and demand analysis advocates the potential relocation of the Pools Complex from its current site to a site towards the north of the city to increase the accessibility of swimming in Carlisle, especially for those in the outlying towns. This would however have implications for those in the south of the city. Therefore, there could be potential for additional swimming provision in south Carlisle.

xx) The Sands Centre has been identified as the site with the most synergy and strategic fit. If swimming provision was to be located on the Sands Centre site it would automatically become more accessible to the people located to the north and east of Carlisle owing to its location on the edge of the city north of the railway line.

xxi) However, if the main swimming provision was to move north of the railway this would reduce the access to swimming facilities, for the large number of users in the south of the city. Therefore any new provision might be better located to the South.

xxii) In terms of accessibility we also feel that this is a more sustainable option than pursuing the development of a swimming pool in Brampton. Brampton is located within a fifteen- minute drivetime of the swimming facilities in Carlisle and if the main pool was to move to the north of the city it would become even more accessible. We feel Brampton may struggle to sustain a swimming pool which essentially would have to serve a citywide function.  Delivery of two new pools at Brampton and potentially in the south of the city may also be difficult to deliver in terms of capital and revenue as it would provide water area in excess of demand, the council need to think hard before persuing this policy.

xxiii) With the opening of Trinity and Morton for community use toward the North of the city, Carlisle cannot sustain significant additional pool provision. If the city baths were to re-locate to the Sands Centre any new additional provision should be located in the South of the city.

xxiv) There is a perceived local need for a leisure pool development in Carlisle, however careful consideration will need to be given to location, design and capital and revenue to ensure any leisure pool does not become a drain on the council resources.  Consideration may be given to a leisure pool facility as part of a wider regeneration proposition.

Sports Halls

xxv) The Council acknowledge the need for a clear policy statement for the future provision of sports hall facilities in Carlisle. The current major sports hall provision is located at the Sands Centre and the dual use facilities throughout Carlisle. The Sands Centre facility is unique owing to its programming and events usage, which often interrupts sports hall bookings. The main options which needed to be investigated included:

· the potential development of additional designated sports hall space in addition to the Sands Centre.

xxvi) Through consultation with internal officers and external organisations it has become apparent that the main problem with regard the provision of sports halls is the programming conflict at the Sands Centre. 

xxvii) The current supply of sports halls falls within the optimum range for provision based on the supply and demand analysis. Therefore there is no significant quantitative deficiency.

xxviii) There is a good distribution of sports halls across Carlisle and no significant accessibility deficiencies have been identified.

xxix) Therefore, the strategic priorities for sports hall provision are to:

· find a solution to the programming issue at the Sands

· maintain supply within the optimum range of provision based on demand

xxx) The option of keeping the status quo works in terms of supply and demand but the programming issue remains. This could be solved by increasing designated provision at the existing dual use facilities throughout Carlisle and by providing a new facility in the South of the district and a new dedicated purpose build 4-court hall on the Sands Centre site.

xxxi) The second option of providing a new facility is a possible solution to the programming issue and in addition maintains the supply within the optimum range based on demand.

Health and Fitness

xxxii) Through consultation with internal officers and external organisations it is apparent that there is a well- balanced and adequate provision of health and fitness facilities within Carlisle. 

xxxiii) The current supply of health and fitness facilities is over that of the optimum based on the supply and demand analysis. Therefore there is no quantitative deficiency.

xxxiv) There is a good distribution of health and fitness facilities across Carlisle. The only significant gap in provision is located in Dalston, south of Carlisle.

xxxv) Therefore, the strategic priorities for health and fitness provision are to:

· maintain supply as close to the optimum provision based on demand

· ensure that as many people as possible have access to health and fitness facilities within a ten minute drive-time

xxxvi) The council should only provide additional provision if there is a significant increase in demand or demographic change. Any additional provision should be located in the south of the city to open up provision to southern Carlisle.

Indoor Bowls

xxxvii) Through consultation with internal officers and external organisations it has become apparent that there is a comprehensive supply of indoor bowls facilities within Carlisle. However, there is potential to increase participation in indoor bowls within Carlisle through sports development.

xxxviii) The current supply of indoor bowls facilities is over that of the optimum based on the supply and demand analysis. Therefore there is no quantitative deficiency.

xxxix) There is a good distribution of indoor bowls across Carlisle. There are no significant gaps in provision in Carlisle.

xl) There is no strategic need for any increase in indoor bowls provision.

Tennis
xli) There is an under supply of 5 indoor tennis courts within Carlisle based on the supply and demand analysis. Therefore there is a considerable quantitative deficiency.

xlii) There is a good distribution of indoor tennis across Carlisle. There are no significant gaps in provision in Carlisle.

xliii) Therefore, the strategic priority for indoor tennis provision is to:

· increase the provision of indoor tennis facilities within Carlisle

· enhance the quality of existing tennis facilities.

xliv) There is strong public club exists within Carlisle and the current facilities are well used. The LTA have identified two priority sites for tennis facility development within Carlisle, including indoor provision at Bitts Park where the City Tennis Club are based.

xlv) Owing to this strategic priority and available LTA funding it is recommended that the proposed re designation of tennis facilities at Bitts Park to include indoor provision should become a strategic priority.

Squash

xlvi) There is no strategic priority or demand to increase the provision of squash facilities within Carlisle.

xlvii) The Council should meet with Carlisle Squash and Rackets Club and discuss options around improving the quality of the current provision.

Ice Provision

xlviii) General consultation suggests that there is not an overwhelming demand for an Ice Rink in Carlisle, however it is recognised that there is a strength of feeling amongst local interest groups.  As mentioned previously there is more demand for a leisure pool facility, shown in questionnaire responses.

xlix) Owing to the population and demographics within the catchment area long term sustainability of ice provision would have to be questioned.  

l) Carlisle has a small and ageing population, which does not fit the demographics outlined in demand parameters.

li) Carlisle does not have a unique catchment area. There are two other facilities, which share this catchment population.

lii) A community ice rink would cost in the region of £4-6.5m. In addition the Council could not operate a facility without increasing the current revenue budget. Given issues of need, sustainability and affordability we recommend that the Council do not regard the provision of an Ice Rink as a strategic priority.  

liii) Consideration may be given to ice rink provision as part of any wider regeneration scheme, and the council should consider delivery of this via the private sector through the Renaissance vehicle however here again we are not convinced that it would present a commercially deliverable proposition.

Synthetic Turf Pitches

liv) The Council and other organisations believe that the current supply of STP’s in Carlisle is inadequate and additional provision is required to meet the need of the community.

lv) The Household Survey findings suggest that the current level of STP provision does not meet the needs of the residents of Carlisle.

lvi) Sports Clubs felt that there is a need to increase STP provision suggesting that the current level of provision does not meet their needs.

lvii) There is a well distributed supply of STP provision within Carlisle. However, there are issues regarding current facilities running at capacity and ageing.

lviii) There is a high demand for football facilities in Carlisle.

lix) The FA have available funding for a Third Generation pitch within Carlisle.
lx) There is mixed opinion on where any additional provision should be located. The FA believe that an educational site such as Morton School would be more appropriate owing to day time usage. The Council think that the Sheepmount would be a more strategic development. There are advantages and disadvantages of both locations.
lxi) The Sheepmount is a hub for football development and has room on site for additional development. The Council believe that the infrastructure and links with football development would make the development of a 3G pitch sustainable. The Sheepmount has a central location.

lxii) Morton School is an educational site and therefore the facility would have curricular usage during the day. The location would serve the south of Carlisle whose closest facility currently is at Caldew, which is declining in quality.

Overview of Outdoor Sports Provision
lxiii) Consultation with the community, clubs and external organisations suggests that a general improvement in the quality of playing pitch provision and associated ancillary accommodation is needed.

lxiv) There is FA support for ancillary facility improvements.

lxv) There is a clear perceived lack of designated cricket pitches within Carlisle. Consideration should be given by the Council to supporting the future development of the Carlisle Cricket Club in light of its planned recovery following the flood, particularly in light of the Council’s corporate priority of Carlisle Renaissance. The role that the cricket club plays in the wider context of cricket development within Carlisle should also be recognised as well as the potential for multi- sports provision on the site.

lxvi) PMP recommend that a comprehensive Playing Pitch Strategy should be undertaken to review the Council’s existing playing pitch provision in consultation with all clubs, leagues and other providers with a view to identify areas of deficiency and key sites for development.

lxvii) A playing pitch strategy would help the Council to develop the current strategic priorities for outdoor sports provision which should be to: -

· improve the quality of ancillary facilities at key strategic sites across Carlisle

· investigate the current level of cricket pitch provision and the possibility of re designating other sports pitches for cricket usage.

Options and Recommendations

lxviii) Each of the options are costed in outline terms and an analysis has been made of the affordability and sustainability of each option.  It is critical if the project is to progress, that the Council consider options which are:

· deliverable

· affordable and 

· sustainable.

Options

lxix) Given the priorities identified in the study the options are set out as follows:

· swimming pool options

· other options

· synthetic turf pitches

· indoor tennis

· sports hall

lxx) If the council deliver the key recommendations set out in the options we believe these will meet the key strategic priorities for sports facility provision in Carlisle over the next 10 years. 

Swimming Pool Options

lxxi) Set out in the table overleaf are the potential future options for swimming provision.

Option
Description
Key Issues
Indicative Cost

1
Maintain status-quo
· maintains balance of supply and demand

· doesn’t address condition, access, location and long-term future of City Baths

· doesn’t address accessibility to pool provision in north of the district

· doesn’t address leisure pool aspiration
Circa £500k to provide long-term solution

2a
Close City Baths and re-provide 25m 6/8 lane pool and learner pool at Sands Centre
· addresses City Baths issues

· provides better access to the north of the district

· meets ASA requirements for club development and competition

· management efficiencies

· could link into wider town centre regeneration

· doesn’t address leisure pool aspiration
Circa £3 - 4 million

2b
Close City Baths and re-provide a small pool towards the south of the city
· provide access to swimming provision to south of district

· would not meet community and ASA needs in isolation

· gap in the north of the district would remain

· doesn’t address leisure pool aspiration
Circa £2 - 3 million

3
Provide stand-alone leisure pool as part of Carlisle regeneration
· question mark over deliverability, sustainability and viability
Circa £4-5 million

4
Option 2a plus leisure pool ‘element’
· more sustainability than stand-alone leisure pool element
Circa £3.5 – 4.5 million

5
2a plus 2b
· provides ideal balance of provision north and south 

· meets swimming needs throughout the continuum 

· doesn’t address leisure pool aspiration
Circa £5 – 7 million

6
4 plus 2b
· provides optimum solution 

· but question mark over deliverability, sustainability and viability.
Circa £6 – 8 million

lxxii) The priority options for swimming provision in Carlisle are:

· Option Five 

· Option Six 

lxxiii) It is considered these options will best meet the long-term strategic needs identified in the study.

lxxiv) In order for the Council to be able to move forward on any of the options, it is critical to understand the likely revenue position of each option going forward and the potential for capital funding to deliver the options.

Other options

lxxv) Set out below are the other key strategic options for delivery as part of the sports facility strategy:

Option
Description
Key Issues
Indicative Cost

1
3rd generation synthetic turf pitch
· strategic priority to deliver

· location
Circa £500k 

2
Indoor tennis provision
· strategic priority to deliver

· re-designate Bitts Park to outdoor floodlit and indoor centres
Circa £350-500k (based on air hall construction)

3
Cease programming of casual use at Sands Centre provide:

· new dedicated 4 court-hall at Sands

· additional 4 court-hall towards the south of the city
· provides dedicated access to sports hall provision for club and sports development

· would meet needs alongside continued opening up of school provision, if located on school site
Circa £1.5m / 4 court-hall

Sustainability

lxxvi) The last full financial year indicated that the combined Pools and Sands Complex operated to a deficit of circa £125,000.

lxxvii) A combined Sands Centre proposition could bring revenue savings however, it should be stressed that the current performance is a positive position.  Savings could be made through staffing efficiencies and reductions in maintenance, particularly at the Pools.  New provision could also increase income potential, although it must be stressed that the income performance of both centres is positive.

lxxviii) A combined proposition could however, result in an improved revenue position of circa £50,000.  This would be accounted for through expenditure savings through the management of a new building and staffing efficiencies and increased income potential of operating a new facility. If ring-fenced, this could be used to fund borrowing.  Alternatively, this revenue saving could provide deficit to cover the development of a new community pool in the south of the city.

lxxix) It is evident that if the Council wish to maintain expenditure within current revenue budgets the pool options could be deliverable.  This is unlikely however to provide any revenue to fund capital or provision of additional revenue streams to fund other developments.  The Council may therefore have to increase its current revenue subsidy in the order to deliver the full range of strategic options.  We are conscious however that at present the revenue position across the council is extremely tight and far more detailed work would be required in order to move forward.

lxxx) Whilst the above has explored likely revenue consequences the table below explores potential funding routes for the delivery of the strategic priorities.  Comment is made in respect of the potential of these sources to fund the swimming pool preferred options and other strategic developments.

Deliverability - Funding Appraisal

Source
Comment
Likely Maximum

Council Capital
· council capital is limited but could be potential to re-prioritise the 3 year capital programme
· £1 million

Sport England
· funding via Sport England Lottery is now limited each region has circa £2-3 million and maximum awards are around £200-£300,000
· £250k

Sale of Assets
· sale of the current City Baths site for residential could raise significant capital, circa £1-2m, depending on extent of site used. More likely to be retail use which would reduce the figure
· £1 million



Spend to Save Schemes (Prudential Borrowing)
· a combination of operational efficiencies and improved performance through health and fitness could deliver revenue savings for investment through the prudential code 

· looking at all facilities across the district could potentially enhance this position further

· council may need to be prepared to borrow on behalf of the Trust
· borrowing against revenue would be cheaper via the prudential code than through the private sector

· over a 25 year period depending on the Council’s overall borrowing positions £40-£80k per annum could yield £1m

· a £50k revenue saving could raise £1m via prudential code

Private Sector Partnership
· a combination of operational efficiencies and improved performance through health and fitness could deliver revenue savings for investment through a private sector partnership (see revenue assumptions for likely scenarios)

· looking at all facilities across the district could potentially enhance this position further.


· borrowing through a private sector partnership would require circa £140 - £150k per annum to raise £1m (similar terms assumed)

· assumed nil

Carlisle Renaissance
· as Carlisle Renaissance begins to develop, funding opportunities could emerge, particularly around town centre propositions
· £1m

Football Foundation
· potential exists to consider a Football Foundation bid for the development of strategic football development across Carlisle including 3rd generation pitch
· FF could fund 60% of any football development, say circa £300k towards 3rd generation pitch

Lawn Tennis Association
· potential LTA funding to strategic tennis provision
· circa £100k

Affordability – capital and revenue

lxxxi) Taking capital and revenue together, the deliverability, affordability and sustainability of the priority options for future leisure facility provision in Carlisle are set out below.

Options
Indicative Cost

Swimming Option 5
£5 – £7m

Swimming Option 6
£6 – £8m

Other Option 1
£500k

Other Option 2
£350k-£500k

Other Option 3
£1.5 – £3m

TOTAL

Option 5 (plus others)

Option 6 (plus others)
£7.35m –  £11m

£8.35m – £12m

Potential Funding
Circa £4.65 - £5m

Funding Gap (all)

Funding Gap (swimming)
£2.7 - £7m

£850k - £3.75m

lxxxii) From the analysis set out it is evident that there are affordability issues with all the options.

lxxxiii) To deliver all the options the Council would have to increase its revenue subsidy and source significant additional external capital.  Clearly this is a policy decision for the Council.  We believe through prioritisation of the options set out and more detailed appraisal of the swimming options that affordable options can be delivered.  Taking swimming in isolation £4-5m could be secured against potential costs of £5-8m.

Conclusions and recommendations 

lxxxiv) The strategy sets out the future leisure facility needs of Carlisle and has indicated a range of potential options based on these needs.  These options have been assessed in very broad terms in relation to deliverability, affordability and sustainability. Within current constraints it is evident that delivery of all of the options set out may be difficult to achieve however, it is also evident that there are unique opportunities through sale of assets and Carlisle Renaissance to rationalise facility provision and deliver long-term solutions for the City in line with clear needs, particularly in respect of swimming provision.

lxxxv) In order to deliver this, the Council have a number of key decisions to take, as follows:

· consider the options set out and the priorities outlined in this report – ‘sign-up’ as a basis for going forward

· confirm capital and revenue positions and policy in respect of prudential borrowing 

· commit to detailed feasibility work to explore the preferred options further, in dialogue with Carlisle Renaissance

· based on the above, detailed business planning and affordability modelling should be undertaken for the preferred swimming pool options

· continue to progress discussions with the Football Foundation and LTA to deliver other strategic options.

lxxxvi) Further reports should be brought back to the Council detailing a fully costed strategy for delivering new swimming provision in Carlisle.
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