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	MEDEN SPORTS CENTRE – POOL CLOSURE 


1.
SUMMARY
This report proposes the closure of Meden Sports Centre swimming pool in order to deliver the revenue saving approved by Council on 28 January 2010 (Minute 10/16)

and ensure sustainable delivery of cost effective services pending determination of future community leisure provision deliverable through the Building Schools for the Future programme at Meden School and Technology College.   

This is a key decision in that the projected revenue savings are greater than £50,000 and the decision will have a significant impact on the local community. The decision first appeared on the Forward Plan in November 2009. 
2.
RECOMMENDATIONS

To be Resolved by the Portfolio Holder for Environment
(i)
That the swimming pool at Meden Sports Centre is closed with effect from 3 October 2010, unless an alternative solution to fund the revenue gap is approved by 30 June 2010. 
3.
BACKGROUND

3.1.
Context
3.1.1.

The closure of Meden Sports Centre (MSC) was included as a potential saving in the 2010/11 – 2013/14 General Fund and Housing Revenue Account budget setting process. During the consultation the option of a part (pool only) closure of the facility, which would deliver a significant proportion of the required saving, was proposed. On 28 January 2010, Council approved the 2010/11 – 2013/14 budget but agreed that the saving required from the operation of MSC be delayed for six months from 28 January 2010 (in essence, until the end of July 2010) in order to enable a working group of Warsop councillors to investigate options for funding the pool. The cost of this delay was to be met from the General Fund (Minute 10/16). 
3.1.2.

The proposal to close Meden Sports Centre made during the budget setting process was informed by a number of considerations.
Leisure Facility Portfolio

3.1.3.

In February 2006 Cabinet considered a report which made a number of recommendations about the future leisure facility portfolio for the district in order to provide quality, sustainable facilities (Minute 06/20). One of the recommendations of this report was that Meden Sports Centre and Sherwood Baths would be scheduled for closure once a proposed new wet facility was operational.

3.1.4.

This decision was subsequently called in as provided for by the Select Commission Procedure Rules as contained in the Council’s Constitution and, on 18 April 2006, Council received both Majority and Minority reports from Select Commission 2. At the Cabinet meeting on 26 June 2006, it was resolved that the original proposal to close Meden Sports Centre would be withdrawn pending further discussions with Nottinghamshire County Council regarding the implications of the Building Schools for the Future (BSF) programme at Meden School and Technology College with respect to the potential impact on future leisure provision in Warsop (Minute 06/94).
3.1.5.

Following the Cabinet decision a number of potential sites for the provision of the new pool were investigated. It was ultimately determined that the most cost effective solution was the redevelopment of Sherwood Baths and this scheme was approved by Cabinet on 3 December 2007 (Minute 07/92). In January 2010 the renamed Rebecca Adlington Swimming Centre was opened to the public with a larger pool and increased capacity. 
3.2.
Building Schools for the Future 

3.2.1.

Progress of the BSF programme by the County Council was initially delayed as a consequence of the County Council’s negotiations with Central Government to secure additional funding in recognition of the additional costs associated with the large number of Nottinghamshire school buildings which were constructed using the ‘CLASP’ method. Due to the prefabricated nature of their construction, these buildings are difficult to refurbish and the County Council therefore sought enhanced funding to cover the additional costs of a higher proportion of rebuilds in the county compared to other county areas.   

3.2.2.

As a consequence of the delay, although dialogue was maintained by senior management with county representatives, detailed discussions about the developments at Meden School and, specifically, the potential leisure opportunity afforded by the redevelopment was not possible. However, at the end of 2009, the County Council received confirmation of additional funding and is now in a position to further the BSF programme including the Meden School redevelopment. 
3.2.3.

Since November 2009, council officers have attended initial meetings with school, education and BSF officers to start the process of bringing the redevelopment forward and, in particular, to discuss the options for future community leisure provision within the scheme. County officers have confirmed that the school rebuild is expected to be largely on the opposite side of Burns Lane to the current school building and sports centre and, therefore, the sports centre will not be directly impacted by the construction. That said, county officers have concluded that the retention and refurbishment of Meden Sports Centre as part of the BSF project would not represent value for money. The technical analysis undertaken by the County Council (and scrutinised by Department for School, Children and Families’ design and engineering staff responsible for the BSF initiative) has determined that refurbishing the CLASP building would cost in excess of 90% of a rebuild cost. Further, the school has expressed a view that the existing facility does not fit with their vision for delivery of physical education nor community use aspirations. 
3.2.4.

County BSF officers have stated that detailed design work for Meden School is currently scheduled to be undertaken in the third quarter 2011/12 with the building programme for this BSF ‘wave’ unlikely to commence before the third quarter 2012/13. It is anticipated that there will be an 18 month build time with completion projected to be in April 2014. 
3.3.
Maintenance requirements

3.3.1.

As a consequence of the lack of clarity in 2006 about the BSF proposals and, hence, the uncertainty about the longer term future of Meden Sports Centre, a pragmatic approach has been adopted with regard to ongoing investment in the facility. It is recognized that, although highly valued by the local community, the facility falls short of contemporary standards in leisure provision and has significant outstanding maintenance issues. 
3.3.2.

In 2009 a detailed condition survey of the facility was commissioned in order to inform discussions about the future of the centre. The report concluded that the centre, which was built approximately 40 years ago, is nearing the end of its design life and has fallen below current design standards and good practice. The building performs poorly with respect to accessibility, sustainability and energy use. The report identifies an asset liability of £1,400,000 including structural and fabric, mechanical and electrical, and access work, in order to maintain the facility but with no enhancement to provision. The projected costs are supported by the County Council’s own estimate of £0.75m maintenance expenditure over the next 4 years. 
3.4.
Way Forward

3.4.1.

In light of the requirements of the approved 2010/11 – 2013/14 General Fund and Housing Revenue Account budget, the latest information from the BSF team about the proposals and timescales for rebuilding Meden School and Technology College, together with assessment of the longer term maintenance needs of Meden Sports Centre, it is proposed that the most appropriate way forward is to close the swimming pool and ‘mothball’ this element of the facility whilst continuing to operate the ‘dry side’ areas for both school and local community use. 
3.4.2.

The dry side only centre would continue to operate the same hours as currently from Monday – Friday, with an earlier closure at 12.00 noon on Saturday and Sunday. Currently the dry side operates 8.00 am – 5.00 pm on Saturday and Sunday. It is considered that the earlier weekend closure will have minimal impact on users as there are no programmed sessions after this time e.g. classes, and casual public use is limited. It is not considered appropriate to reduce the weekday opening hours as the District Council manages daytime use of the building on behalf of the education service (for which Nottinghamshire County Council make a financial contribution) and any reduction would be likely to lead to significant difficulty for Meden School in delivering the curriculum. In addition there is community use of the health and fitness gymnasium and the multi purpose room during the day which would not be possible if daytime hours were reduced. 
3.4.3.

Due to the timescales required to determine the specific implications of the pool closure option, it will not be possible to close the pool on 31 July as initially projected as, in addition to the required 90 day statutory employee consultation period, three months notice must be given to the County Council to terminate the lease agreement for the pool. The closure date is therefore expected to be early October.
3.5.
Implications of the proposal
3.5.1.

Maintaining dry side only provision would deliver the approved (full year) revenue savings of c. £70k through reductions in the significant energy requirement to heat the swimming pool and through reduced employee costs. 
3.5.2.

As dry side provision would be maintained, the proposed approach would ensure community leisure and physical education provision in the immediate future whilst discussions progress about the leisure opportunities afforded by the BSF initiative.

3.5.3.

In order to implement the proposal there are a number of issues to address including employee consultation and liaison with the County Council, specifically to re – programme school swimming lessons, serve notice to terminate the lease agreement for the pool, and confirm the revised Joint Use contribution for a dry side only operation. 
3.5.4.

Initial discussions have taken place with officers at the County Council about the proposal who have indicated that they consider this to be a pragmatic solution and would work with the District Council to realise this option whilst discussions progress about the BSF development.

3.5.5.

Assuming that the centre will operate until the BSF development is delivered, in addition to the annual repair and maintenance schedule, there will be the need for further, immediate, investment in the asset to address issues arising from the condition surveys and ensure the medium term operation of the facility. As such, the detailed condition survey has been reviewed by Design Services to assess the absolute minimum maintenance work required to maintain safe use of the building and comply with the council’s minimum statutory obligations over this period (c. 5 years). This review has identified c. £60k expenditure for the dry side areas. 
3.5.6.

There will be costs associated with ‘mothballing’ the swimming pool and converting to dry side only provision. These will include making the pool hall secure and decommissioning the ‘school’ boiler which supplies the sports centre and providing an alternative heat source for the sports hall. This is currently provided by hot water pipes for the swimming pool which are routed through the sports hall. It is proposed that ceiling mounted heaters be installed to provide for any heating requirement during the winter months. These are estimated to cost no more than £10k. 
3.5.7.

The 2009/10 swimming programme at Meden Sports Centre provides for 6 primary schools plus Meden School who use the pool for 4 hours and 1.5 hours respectively each week during term time i.e. a total of 5.5 hours. During term time there are also 17.5 hours of Council swimming lessons and 28 hours of public swimming such as casual and targeted swimming sessions; additional sessions are arranged during school holidays. 
3.5.8.

It is considered that current swimming pool users would be able to be accommodated at the district’s other pools. For example, with the reopening of the Rebecca Adlington Swimming Centre (RASC), pool capacity here has been increased through the addition of two lanes and an increase in the number of public swimming sessions from 12 hours each week (in the Sherwood Baths programme) to 31.5 hours each week. Further, RASC management have retained capacity within the swimming lesson programme in order to accommodate any potential displaced use from MSC until this issue is resolved. 
3.5.9.

It will be necessary to work with the County Council’s Schools’ Swimming Manager who will need to re - programme the schools’ swimming lessons and revise transport contracts. Although a number of schools choose to walk to MSC for swimming lessons, it is understood from the county council that each primary school’s swimming budget allocation includes a contribution towards transport costs for swimming lessons. That said, initial discussions with education officers have indicated that there may potentially be a ‘real’ increase in transport costs to schools as a consequence of having to transport pupils to swimming lessons should MSC pool close. County officers have indicated that they would work with the district council to resolve this issue. It may be possible for the county council to provide an enhanced swimming budget contribution to affected schools for any additional transport costs funded from the reduced contribution the county council would make for the Joint Use operation of MSC if the pool was closed.
3.5.10.
In order to close the swimming pool, it will be necessary to terminate the lease agreement which exists for this element of the centre. The lease agreement has been ‘holding over’ for a number of years but there is a legal requirement that Mansfield District Council serves three months notice in order to terminate the agreement. 

3.5.11.
A number of employees would be affected by closure of the pool including the Centre Manager (1 FTE), 2 Swimming Instructor posts (0.29 FTE), and 4 Lifeguard posts (0.76 FTE). It is considered that a designated Centre Manager post would not be required for the proposed smaller scale, dry side only operation and, subject to the Duty Officer structure at the centre being retained, responsibility for centre management would be allocated to one of the other leisure centre managers. The teaching and lifeguard posts would not be required due to non operation of the pool.
3.5.12.
The ‘at risk’ posts would be dealt with under the terms of the council’s organisational restructuring policy. In mitigation of this risk, a number of additional posts which were appointed on a temporary basis at the Rebecca Adlington Swimming Centre on reopening in January 2010, pending approval of the 2010/11 – 2013/14 budget, have been retained as temporary posts pending resolution of the MSC proposed pool closure in order that ‘at risk’ posts may potentially be redeployed.  

4.
OPTIONS AVAILABLE

4.1.
Close the pool and operate as a dry centre (the preferred option)

4.1.1.

The sports hall, health and fitness gymnasium, multi purpose room and outdoor multi use games area would be maintained for the immediate future for both curricular and community use whilst discussions progress about the BSF development and potential community leisure opportunities. 

4.1.2.

There would be a loss of pool provision in the immediate area. It is considered that pool users would be able to be accommodated at other centres within the district. The service would assist users in identifying alternative provision.

4.1.3.

Full year financial savings of c. £70k would be made as approved in the 2010/11 – 2013/14 budget.
4.1.4.

Where posts would be surplus to future operational requirements, ‘at risk’ positions would be dealt with under the terms of the council’s organisational restructuring policy. Specifically, opportunities for redeployment may be possible through a number of current temporary posts at RASC.  
4.1.5.

A review of the detailed condition survey has determined the minimum maintenance work requirement in order to maintain safe operation of the dry side facilities and comply with the council’s minimum statutory obligations. This review has identified c. £60k expenditure which would need to be undertaken in the immediate future, funded through the council’s planned preventative maintenance provision or Council reserves.
4.1.6.

There would be costs of c. £10k associated with ‘mothballing’ the swimming pool which would also require support from the Council’s planned preventative maintenance provision or Council reserves.
4.1.7.

It would be necessary to serve notice on the County Council to terminate the lease agreement for the swimming pool, and to agree the revised revenue contribution for the dry side only operation. 
4.2.
Close the centre   

4.2.1.

There would be a loss of leisure provision in the area. 

4.2.2.

It would not be possible to accommodate all users at other Mansfield District Council provided centres. Sports hall users would be the most difficult to accommodate due to the number of bookings at Oak Tree Leisure Centre and River Maun Recreation Centre aligned with the need to retain a level of casual access. There may be opportunities to accommodate users at other facilities across the district including, for example, Manor Sport and Recreation Centre.
4.2.3.

Management of the facility to enable use by education would cease. The potential for the school to continue to use the centre for their own curriculum purposes could be an option. However, it is unlikely that the school would be in a position to manage, nor finance, wider education and community use of the facility. 

4.2.4.

Full year financial savings of c. £100k would be made.  
4.2.5.

‘At risk’ posts would be dealt with under the terms of the council’s organisational restructuring policy. Opportunities for assimilation may be afforded through a number of posts at the RASC or through wider assimilation/redeployment opportunities but there would be a greater risk of redundancies due to the increased number of posts affected.
4.2.6.

There would be costs associated with ‘mothballing’ the whole centre and these costs may be significant as the whole site would need to be made safe; for example, security fencing may be required. 
4.2.7.

There would be no requirement for expenditure on asset maintenance.  

4.2.8.

It would be necessary to serve notice on the County Council to terminate the lease agreement for the swimming pool and withdrawal from the whole centre. 

5.
RISK ASSESSMENT OF RECOMMENDATIONS AND OPTIONS
	Risk 
	Risk Assessment 
	Risk Level 
	Risk Management 

	Financial
	Level of revenue saving not delivered for dry side only operation.

	Low
	Initial projections, based on other leisure facility operating costs, indicate savings are deliverable.


	Finance
	Delay in closure due to required processes reducing current year saving.
	Med
	Serve notice to terminate lease to NCC and commence formal employee consultation as matter of priority following decision.



	Financial
	County Council revenue contribution underestimated.

 
	Low
	Initial projections based on early views of county officer. 

Progress discussions with county council officers to confirm potential revised level of financial contribution.



	Financial
	Mothballing costs high; requirement for council funding.

	Low
	Indicative cost estimates identified.
Finance the required works through the council’s planned preventative maintenance budget or through reserves.


	Financial
	Cost of asset works identified in condition survey.


	Med
	Design Services have reviewed the condition survey to identify the minimum level of expenditure required to maintain operation.

Finance the essential asset works through the council’s planned preventative maintenance budget or through reserves.


	Service
	Unable to accommodate pool users at other facilities
	Low
	Initial discussions with centre managers indicate that users will be able to be accommodated.

Progress consultation with users as a matter of priority following decision to identify alternative provision.

 

	Legal
	Requirement to serve three months notice to terminate lease agreement for pool.
	Low
	Early notification of intent to County Council. 
Serve notice to terminate lease to NCC as matter of priority following decision.



	Reputational
	Public concern at loss of provision
	High
	Explanation of drivers informing proposal; open and transparent discussion of issues; political willingness to consider alternative solution to revenue funding requirement. 



6.
ALIGNMENT TO COUNCIL PRIORITIES

The provision of leisure opportunity contributes to the ‘revitalise’ priority of the Corporate Plan and to a number of priorities within the Sustainable Community Strategy, notably participation in leisure and cultural activity and health improvements.  

The proposal contributes to the corporate priority of effective leadership and management by ensuring sustainable provision of cost effective services. 
7.
IMPLICATIONS
(a)
Relevant Legislation

The Local Government (Miscellaneous Provisions) Act 1976 Part I, Subsection 19, 

Recreational Facilities, gives a local authority the power to provide such recreational 

facilities as it thinks fit, inside or outside its area, including the provision of indoor

facilities such as sports centres and swimming pools, and staff in connection with 
any such facilities or premises.

Section 2 of the Local Government Act 2000 gives local authorities a discretionary power to promote or improve the social, economic and the environmental well being of their area. The provision of opportunities for leisure participation contributes to improvements to quality of life and to a number of aligned issues including health improvement and reduction in anti social behaviour by providing opportunities for positive activity.

(b)       Human Rights

None as a direct consequence of this report. 
(c)
Equality and Diversity

None as a direct consequence of this report.

(d)
Climate change and environmental sustainability
The 2009 condition survey for MSC concluded that the centre performed poorly with 

respect to energy use. Although not a specific objective of the proposal, closure of 

the swimming pool would reduce energy usage and CO2 emissions due to the cost 
of heating the pool.
(e)
Crime and Disorder

None as a direct consequence of this report.

(f) 
Budget /Resource   
Full year savings in the region of £70k would be delivered through the closure of the swimming pool at MSC as indicated in Appendix 1. Council agreed that the 2010/11 saving shortfall as a consequence of the agreed deferred decision would be met by the General Fund (Minute 10/16). Due to the decision making and implementation timescales, the intended implementation of the required saving from 31 July 2010 is not possible, and there will be a further shortfall in the 2010/11 saving, increasing the demand on the General Fund from c. £23k to c. £35k based on a monthly pro rata estimate. 
There will be a number of one – off costs (c. £10k) to realise the dry side only option including the decommissioning of the pool and the provision of a sports hall heating source (for the winter period).  There will be a requirement for support from the council’s planned preventative maintenance budget or from council reserves.
A review of the detailed condition survey has determined the need for c. £60k expenditure for essential maintenance works in order to maintain safe operation of the dry side facilities and comply with the council’s minimum statutory obligations over the next five years. There will be a requirement for support from the council’s planned preventative maintenance budget or from council reserves.
It is anticipated that a number of the ‘at risk’ posts will be able to be redeployed within the service. The maximum redundancy estimate for all affected posts is approximately  £17k.
8.
COMMENTS OF STATUTORY OFFICERS
(a)
Head of Paid Service - Staffing implications of the proposed closure are contained within the body of the report.

(b)
Monitoring Officer - No specific comments.
(c)
Section 151 Officer - Savings of £70,000 are required to be generated as approved on 28 January 2010. The one off costs of closure can be met from the council’s General Fund Reserve, Restructure Reserve and Leisure Management Reserve.
9.
CONSULTATION

9.1.
The proposal was considered as part of the council’s budget setting process and Select Commission 3 (Budget Working Group) reported to Cabinet on 11 January 2010.  Members noted their concern about the loss of a facility within the defined and geographically detached community of Warsop. It was considered that the Rebecca Adlington Swimming Centre would serve needs within Mansfield and Mansfield Woodhouse but would not be perceived as a replacement for the Meden facility. Members recognised that, although being popular and well used by the local community, the centre required significant levels of funding and that it was a formidable task to find an alternative to the £100,000 needed to sustain the facilities. Members requested that efforts be made to keep the facility open, but expressed their unhappiness that the reality was that the centre would probably close, although this would disregard local opposition.
9.2.
A public meeting, facilitated by Warsop Parish Council was held on 12 February 2010 at Meden School. Concerns expressed include: loss of local provision; lack of provision for young people in the area; difficulties in travelling to alternative facilities; impact on the schools swimming programme; and opportunities for pool development through the BSF development at Meden School.

9.3.
The council has received a number of petitions protesting against the proposed closure. In January 2010 a 1050 signature petition, plus a copy of a 666 signature web based petition, protesting against the proposed pool closure was received from Warsop Parish Council. A further 1000 signature petition, plus an update of the web based petition with 762 signatures, was received from the Parish Council in February 2010. Concerns expressed included: loss of local provision; lack of local leisure opportunity; impact on the school swimming programme; and the role of physical activity in counteracting childhood obesity.
9.4.
A petition with 106 signatures on behalf of the Governors of Birklands Primary School has been received from Warsop Parish Council. The petition objects to the proposed pool closure because of the detrimental impact on educational provision for pupils in the Warsop area, specifically on the National Curriculum requirement for children to be able to swim 25m prior to leaving primary school. Transporting pupils to other pools was considered to be cost prohibitive, both from a time and financial perspective. The benefit of swimming/physical activity to physical health and overall development was noted.
9.5.
A user survey at all leisure facilities undertaken between mid February and mid March 2010 registered a number of comments against the proposed closure. Of 32 comments made, 10 related to the proposed pool closure including concerns about loss of local provision and the benefit to the local community. 

9.6.
Initial discussions have been held with officers of the county council who have indicated that they would be prepared to work with the district council to implement the proposal. There would be a number of issues to resolve including re – programming the schools’ swimming lessons and swimming transport contracts, re – assessing the county council’s Joint Use contribution to the operation of the dry side only operation, and terminating the lease agreement for the pool..
9.7.
The initial views of the Head Teacher of Meden School and Technology College have been sought. The on site pool was considered to be an asset and the potential loss of provision to the community, regretful, but the condition of the facility and of the cost to maintain such a facility was acknowledged. The loss of sports hall provision would, however, seriously impact on the school’s ability to deliver the curriculum. 
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