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1. EXECUTIVE SUMMARY  
 

The evidence is overwhelming that moving our bodies – through community sport, 
fitness, and physical activity – improves our lives, individually and collectively. 
 
From better mental and physical health to greater career opportunities and social 
cohesion, movement benefits us from the day we’re born through to old age. And if 
young people are able to have positive experiences of getting active, it can help 
build the foundations for an active life. 
 
Sport England – Uniting the Movement Strategy 2021  

 
1.1. The Geoff Moulder Leisure Complex (GMLC) is a much-loved local facility, which has 

had a pool on site since the 1960s and which has had a series of strategic additions 
throughout its life. However, the building is now not meeting customer needs, requires 
investment to address significant backlog maintenance and following the impact of 
Covid-19, is no longer a sustainable, fit for purpose building to serve the growing 
community of Boston.  
 

1.2. Given local health inequalities, aging population, and low levels of physical activity in 
Boston, it is critical that the Council delivers a solution to transform the centre into a 
place where people want to come to swim and be active. The solution is the Boston 
Leisure Project. 
 

1.3. The previous two years of living with Covid-19 and closure of facilities has significantly 
impacted activity levels, Boston’s aging population has been more impacted than other 
regions. The Boston Leisure Project will include Covid-19 secure design and practices 
to give people the confidence to come and swim and be active in a welcoming and 
safe environment. It will also modernize the facility, to meet current expectations for 
leisure and recreation. 
 

1.4. With improved accessibility from the town centre, the Boston Leisure Project will 
significantly enhance the immediate area to improve the sense of pride in the town, 
aligning perfectly with other investments being derived from the Towns Fund process. 
 

1.5. The development of the building will include visual enhancements to ‘define’ the 
entrance, improve quality, and quantity of facilities, support operational efficiencies, 
improve internal aesthetics, and ensure a modern, accessible, fit for the future, 
building. 
 

1.6. There is a second phase opportunity to include a ‘community health and well-being 
hub’, developed with health partners and other community groups to include flexible 
spaces for consultations, physio, complementary therapy, community group meeting 
rooms, and courses linked to healthy lives; smoking cessation, healthy eating, fall 
prevention etc. All of which contribute to increased activity at the site, confirming its 
position as a destination and community hub, and contribute to the financial case for 
investment. 
 

1.7. New build centre options have been considered, but given site constraints, total capital 
costs, continuity of service issues and a value for money review, this redevelopment 
plan is the preferred route. 
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1.8. The site of the Boston Leisure Project, being adjacent to the Mayflower1, provides the 
opportunity to not only transform leisure provision, but develop a leisure and education 
campus. This can further cement the relationship with Boston College to provide a 
direct link between the current skills shortage, and healthy living, as well as using the 
campus approach to cement the location as a destination. In particular, the Mayflower 
with its focus on Higher Education and Adult Learning has a clear synergy with the 
offer within the Boston Leisure Project as it seeks to capture those who may be 
returning to education to up-skill or re-skill following life changes or having children – 
on a practical level therefore, the opportunity to capture the interest of such individuals 
whilst their children take advantage of swimming lessons in the new centre is a clear 
and obvious one. Thus collectively the projects have the potential to increase skills 
outputs and increase the level of skill and ‘job-ready’ people in Boston. The two 
projects together will create a unique leisure and educational space, intrinsically 
designed to be linked together via a central public open space/piazza and function as 
a single campus, thus offering immediate changes to the sense of place and enhancing 
the aspiration of the immediate area 

 
1.9. Collectively they offer the potential to derive significant positive outcomes for people in 

education/attainment, place-making, health and well-being, and skills. 
 

1.10. Implementation of the Towns Fund programme will follow the Council’s established 
policy procedures for use of public funds, as outlined in detail within the Council’s 
constitution. This will ensure compliance with all relevant Government legislation, 
including financial and contract procedures as well as risk management, energy 
efficiency/carbon reduction and equality and diversity.  Regular reporting will take place 
with monitoring internally within the Council and also via the Boston Town Deal Board. 
The proposal is also that the Council will work closely with Boston College, with the 
aim of bringing the two projects forward in parallel, and this, will also provide 
opportunities for further management of risk and sharing of resources to derive 
improved value for money. 
 

1.11. The Towns Fund investment will enable HM Government and local partners to meet 
the following objectives: 

 

• Develop physical confidence and competence from the earliest age by providing 
opportunities for children of all ages to be active through play; 

• Encourage and enable inactive people to be more active, by introducing new 
activities aimed at fun and recreation;  

• Support wellbeing and resilience in communities through physical activity and 
sport;  

• Link with Boston College to provide employment opportunities for young people in 
the area;  

• Support economic regeneration of Boston’s centre; and  

• Give local residents a sense of ‘pride of place’ through the enhancement of a key 
local building. 

 

  

                                                 
1 Boston College Towns Fund Project 



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  6 
 

 

 

2. THE BUSINESS CASE 
 
2.1. On behalf of HM Government and the Boston Town Deal Board, Boston Borough 

Council (BBC) is the accountable body, which has developed the business case for 
the Boston Leisure Project (working title). The project will deliver a significant 
redevelopment of the Geoff Moulder Leisure Complex (GMLC). The central aim is to 
provide transformational change through improved and remodelled facilities to support 
the wider area's education, health, and wellbeing priorities.  

 
2.2. The redeveloped centre will be located adjacent to the Mayflower, Boston Town Deal’s 

flagship project - a new Biophilic Learning Destination intended principally to provide a 
Higher Education / Adult Learning offer, along with spaces for business and 
opportunities such as a café where existing students can be provided practical/real-
world experiences. This provides a distinct opportunity to enable the wider 
regeneration of both sites to create an admirable learning and leisure environment for 
Boston. 
 

2.3. Heads of terms for a Boston Town Deal were confirmed in March 2021 for £21.9m and 
subsequently seven projects were confirmed with the Department for Levelling Up, 
Housing and Communities (DLUHC), including improved leisure facilities for Boston. 
The leisure project has been allocated £2,425,092 of Towns Fund monies, pending the 
submission of this Full Business Case. 

 
2.4. This business case has been prepared using the Towns Fund Delivery Stage 2 

template. The business base will be refined and further tested at each project 
milestone, prior to construction contract award. This will include further testing of 
capital, revenue, and overall lifespan project affordability. Any updates and 
amendments will be reported back to the Boston Town Deal Board and HM 
Government for formal approval where required. 

 
2.5. The Project 
 
2.5.1. Proposals to redevelop and remodel the GMLC, provide an opportunity to improve this 

much loved and well-used facility whilst modernising it, improving operational efficiency 
and providing opportunities to improve its long-term sustainability is critical. 

 
2.5.2. The existing facility, built in 1989, is the main public leisure centre in Boston. However, 

local children and families have learnt to swim, swim for fun, and compete as part of 
Boston Swimming Club at pools which have been on the same site since the 1960’s. 
It has seen strategic investment over time, with a number of additions, including the 
enclosure of the main pool, addition of the training pool, and more recently (c 20years 
ago) the addition of the rear building comprising the gym and health suite. Essentially 
in architectural terms the facility is comprised of 3 buildings, each with separate 
entrances and which leads to duplication and inefficiency of operation. That said, the 
pools, fitness and spa facilities attracted over 250k visits in 2019/20 (pre-pandemic), 
and this demonstrates its importance locally. The facility (pre-pandemic) was also 
frequently used for competitive swimming events, as well as being heavily relied on by 
local schools. 
 

2.5.3. The dated facilities and poor layout are impacting on the financial performance of the 
centre. The gym is too small for demand, the poor quality and lack of ‘village changing’ 
for the pools deter people, particularly families, and the facilities are expensive to staff. 
The overall subsidy per visit is in the lowest quartile2. Through this investment, the 

                                                 
2 2019 Sport England National Benchmarking - efficiency 
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centre’s visits and income will increase and costs will reduce, to significantly improve 
its financial performance. 
 
Figure 1 The leisure project comprising the existing GMLC site. 

 
 

2.5.4. Whilst this business case is for redevelopment of the GMLC, the context and benefits 
across this project and the Mayflower are important to set out. The Mayflower and 
Leisure Campus (working title) brings together two of the Towns Fund projects with the 
aim of creating a unique leisure and educational space, intrinsically designed to be 
linked together via a central public open space/piazza and function as a single 
site/campus. 
 

2.5.5. The Mayflower aims to create an iconic building, providing inspirational education, 
business, and community spaces. It will provide access to skills training, in particular 
digital skills, and support business development through providing space for 
collaboration with employers, start-up units and access to the latest industry standard 
equipment. Mayflower is the flagship project within the Town Investment Plan, with the 
highest funding allocation, and was assessed as ‘green’ by Government. The location 
of this, adjacent to the main college campus, is critical for Boston College. The aim is 
for this facility to be open in 2024. 

 
2.5.6. In addition to providing high quality, new leisure and learning facilities, the proposals 

will create an exemplary single space in place shaping terms that will visually make a 
bold and ambitious statement locally and which will enhance the immediate area. 
Collectively they will function as a single destination point, serving the Borough as a 
whole, and the surrounding areas. It is proposed to utilise the development of the 
campus area to connect with the town centre through walking routes/trails - 
improvements in public realm and signage - as well as public transport routes. The 
proposals will also complement the other proposals being brought forward through the 
Towns Fund which seek to reinforce the ‘pride in place’ amongst other things, and this 
layering would be further complemented by proposals for other funding streams or 
objectives such as the Councils City Status bid. 
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2.5.7. There is an existing, historical synergy between the GMLC, and Boston College given 
their proximity to each other. This proposal seeks to reinvigorate that relationship 
through the provision of new statement/landmark buildings and associated spaces. 
Both partners (the Council and the College) are committed to working collaboratively 
to deliver this project which, as a general approach, has been endorsed by the Town 
Deal Board. 
 

2.5.8. There are two key opportunities the partners will exploit from these synergies; the first 
focuses around skills gaps, training, and employability and the second is the 
introducing new audiences to both learning and physical opportunities. 

 
2.5.9. An important outcome of the project is to link education and employers to understand 

the current skills gap in the workforce and ensure local education establishments are 
fulfilling local needs. Following the recovery of Covid-19, the leisure industry (private 
and public) is suffering from a massive skills gap, as people (mainly young people) left 
the industry as centres closed during lockdowns. BBC is currently experiencing a 
shortfall of skilled lifeguards, swimming teachers, fitness instructors and experienced 
managers. Going forward, there will be an increasing need for specialist activators, for 
example, people skilled and trained in working with inactive people, people with long 
term conditions and fitness people trained to navigate the health sector. There is a 
huge opportunity to provide this link in the education and leisure project in Boston. 

 
2.5.10. Working with the college to refine sports course curriculums to meet the Chartered 

Institute for the Management of Sport and Physical Activity (CIMPSA) professional 
standards and partnering with BBC and other sport, fitness, and physical activity 
employers in the surrounding area for work placements, will ensure young people leave 
education with skills to be ‘job ready’ and increase their employability.  

 
2.5.11. The council and college will work together to introduce their own audiences to the 

benefits of each other’s activities. This may be adult learners being introduced to 
swimming or fitness to improve their mental health or to learn new skills, or it may be 
gym users or parents of children on swimming courses, being introduced to courses 
the college has to offer. The team is determined to actively promote and encourage 
this interaction and provide welcoming environments to all participants, both existing 
and new. 
 

2.5.12. The proposals seek to raise aspiration, generate interest, and provide a multifunctional 
space which can be accessible for a variety of users from all areas of the community. 
The buildings themselves will provide a unique blend of educational spaces, leisure 
facilities; and flexible areas which can be used to collaborate with other partners such 
as health and commercial providers. Collectively they offer the potential to derive 
significant positive outcomes for people in education/attainment, health and well-being, 
and skills. 

 
2.5.13. Bringing these two projects together maximizes the opportunity, and creates the 

collective ambition to deliver on the Towns Fund vision, and its sub-aims of: 
 

• An entrepreneurial community 

• A connected community 

• A health community 

• An inclusive community 

• An aspirational community 
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2.5.14. Co-locating the Boston Leisure Project and Mayflower in one campus will create 
several benefits in both construction and delivery stages: 
 
Table 1 – Co-location benefits 

Construction  Delivery 

Savings through “Economy of scale”. 
 

Employment opportunity for the College -   
career pathways from the College’s sports 
courses to work placements, apprenticeships, 
and jobs at the leisure complex.  

Architects have been commissioned jointly by 
the College and Council to ensure suitable co-
location facilities and services and economies 
of scale in delivery. 

Both buildings will draw people from the town 
centre to the campus. 

The College and Council will jointly develop 
the piazza space to ensure customer journey 
and dwell times are maximised. 

Council directly manages the centre and 
therefore work in close partnership with the 
College to deliver their wider outcomes of the 
project. 

Option for joint construction contract to 
maximise value including social value. 

Attract younger people to the leisure centre. 

Phased delivery for the leisure - no need for 
closure.    

More footfall / more revenue.  
 

 Share facilities without compromising 
safeguarding– car park, sports hall for exams, 
café to serve both buildings etc. 

 Enhance College’s profile and presence. 

 Raising town aspiration “education for all”. 

 
 
Figure 2 Joint Plaza and two projects 
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2.5.15. The Boston Leisure Project is one of the Council’s core objectives, in delivering the 
wider Boston’s Towns Fund Vision, which is:  
 
“To define and deliver the investment in professional and technological support needed 
for strategic interventions that will shape the development of an aspirational, skilled 
and healthy population. To achieve sustainable economic growth and pride of place 
through bold urban design, digital solutions and connected communities. This will 
launch Boston into the future, build on its unique heritage and make our town an 
exciting place to live, work, invest and visit for generations to come”.  

 
2.5.16. To develop this vision, the Council undertook extensive consultation and engagement 

with key cross-sector stakeholders throughout Boston and the region, which is detailed 
in section 3.24.3 

 
2.5.17. As the figure below shows, the site is a 0.6 mile (12 minutes) walk from Boston Market 

Square, with good visibility from the junction. It has been suggested that the complex 
could therefore become a ‘Civic Hub’ within the local community.  

 
Figure 3 – GMLC Location  

 
 
 
 
 
 
 
 
 
 
 
 

                                                 
3 https://www.bostontowndeal.co.uk/wp-content/uploads/2021/11/Boston-Town-Deal-Annual-
Report.pdf  

https://www.bostontowndeal.co.uk/wp-content/uploads/2021/11/Boston-Town-Deal-Annual-Report.pdf
https://www.bostontowndeal.co.uk/wp-content/uploads/2021/11/Boston-Town-Deal-Annual-Report.pdf
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2.6. Existing GMLC and Boston Leisure Project proposals 

 
2.6.1. GMLC is managed by the Council, and has the following facilities: 

 

• 1 x 25 Metre/7 Lane Leisure Pool;  

• 1 x 25 Metre/5 Lane Training Pool;  

• Baby/Toddler Pool;  

• 48m Flume/Splash Pool;  

• Health & Beauty Treatment Rooms;  

• Spa Facilities;  

• 70 Station ‘Adult’ Gym;  

• 18 Station ‘Kids’ Gym;  

• 1 x Spinning Room;  

• 2 x Classes Studios;  

• 1 x BosFit recording studio for online/virtual classes; and 

• Garden/Growing Space. 

 
2.6.2. Several concerns with the state of the existing complex have been raised. These are 

as follows:  
 

• Two pools are separated 

• The gym is at the rear and disconnected from the other relevant activities. This 
requires two receptions and doubling up on staff requirements 

• The appearance and facility is looking tired and require an upgrade 

• The levels around the main pool need to be adjusted  

• The car park to the front dominates the site – not attractive 

• The woodchip boiler is not in an ideal location / not very attractive frontage 

• The plant at the rear requires tidying up / potential enclosure or relocation 

• The mezzanine floor is underutilised and doesn’t have defined function 

• The building is very inward looking with minimum windows / natural day light 

 
2.6.3. The images below show the current state of the complex, which is aging, of poor 

quality, and which does not reflect the modern, bold aspirations of the town, which would 
inspire residents to be active and attract new people to live in Boston. 

 
Figure 4 – Current Facilities  
 
Entrance      Reception 

 



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  12 
 

 

 

Changing Rooms    Internal access routes 

Training Pool     Gym 

 
Main Pool and view of flumes 
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2.6.4. The planned improvements to the site include: 

 

• Visual appearance and definition of entrance 

• Quality and quantity of facilities 

• Operational efficiencies - e.g., single changing village as opposed to duplication 

• Improved internal aesthetics including access to natural light 

• Modern, fit for future provision, to meet needs of wide range of users 

 
2.7. Layouts and Visuals 

 
2.7.1. The following map shows the concept for the proposed refurbishment plans for the 

complex, the creation of the campus, and includes connecting the site to the adjacent 
Boston College.  
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Figure 5 – Proposed Refurbishment to GMLC and internal images 
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2.7.2. The design of the extension and refurbishment of the current GMLC reinvents it for the 21st century providing a contemporary centre for 
the town. The images below provide the look and feel of the new centre showing a dramatic improvement to the current facades, with the 
plans of the ground and first floors following. These show where the front entrance will be demolished and new extension built to make a 
clear statement that the existing centre has been transformed. 
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Figure 6 – Proposed Ground Floor Layout Plan 
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Figure 7 – Proposed First Floor Layout Plan 
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2.8. Design Outcomes 
 
2.8.1. The core improvements to the centre include: 

• Increased gym enabling 90% increase in fitness space and additional new 
100m2 studio 

• A new wet ‘changing village’ directly accessed from the main entrance foyer, 
which serves both the leisure pool and training pool.  

• The changing village will provide a more gender-neutral changing facility, 
including single, double, family and disabled changing cubicles.  The training 
pool, primarily used by schools and swimming clubs has simpler group 
changing facilities with adjoining access to the changing village.   

• Direct views of the leisure pool on entering the building reinforcing the sense 
of arrival and one of the core activities in the leisure centre. 

• There will be a single main entrance and reception / concierge for staff to 
greet the public and manage access to both pool facilities and the gym. 

• Existing rear space comprising 600m2 for future development including health 
and well-being hub and other income opportunities. 

 
2.8.2. The income from the new centre is projected to be £1.1m in a mature year, with usage 

increasing 23% to 349k annual visits. 
 
2.9. Funding 
 
2.9.1. The Towns Fund Investment of £2.4m will be used to contribute towards the main 

capital construction costs, match funding will be provided by BBC to the tune of £4.7m 
for the remaining capital funding and equipment fit out. There are options available to 
the Council as to how this is dealt with, including the use of reserves, or borrowing or 
a combination of both. The Council understands the capital implications, particularly 
given its historic investment into the site, and therefore subject to the approval of the 
Business Case by the Towns Fund Board and Government, the Council would identify 
the necessary funds within its capital programme.  

 
 
2.10. Project Development 
 
2.10.1. It should be noted that as part of the project moving forward from Business Case into 

detailed design and delivery, there is sufficient time for the Council to fully analyse 
funding arrangements, cost minimisation, capital investment v revenue saving 
implications, alternative operating models, and potential for additional income streams. 
All of which have been reviewed at a high level to date. The Council would continue to 
work with the retained specialists and internal teams on these matters. 

 
2.10.2. Max Associates have undertaken demand modelling, demographic profiling, 

competitive analysis, and national benchmarking (pre and post Covid) to test the 
revenue projections.   

 
2.10.3. The design team comprising YMD Boon architects and Thornton-Firkin QS have 

developed the masterplan, layout designs and capital costs – equivalent to a RIBA 
Stage 2-plus approach, with the intent that the project will continue to develop and be 
refined through RIBA Stages 3-6. It is anticipated that a planning application will be 
submitted by July 2022, with works to commence on site in February 2023. Following 
a 90-week build programme and centre mobilisation, it is planned for the developments 
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to be completed by September 2024. This is well within the Towns Fund programme 
estimates, and thus there is sufficient contingency in place. 
 

2.11. Project phasing 
 
2.11.1. The proposal is to phase the construction works connected to the Leisure Project so 

that the existing swimming pool facilities are out of action and unavailable to the public. 
for as short a time as possible. 

 
2.11.2. The general phasing strategy to achieve this is summarised as follows: 

 

• Provision of temporary accommodation to be used to replace the existing single 

storey accommodation which needs to be demolished to allow the new extension 

to be constructed. This work is to include the provision of safe access routes to 

and from the pool areas. Temporary accommodation will provide temporary 

reception and changing facilities (Phase 1 – Enabling). 

• Demolition of existing single storey accommodation to front of existing leisure 

centre to allow the new extension to be constructed (Phase 1A). 

• Construction of new two storey extension. This work will include the construction 

of new space for and installation in plant space of replacement pool ventilation and 

filtration plant & equipment. This must be done to enable pool downtime to be 

minimised (Phase 1B). 

• Construction of first section of new external works & finishes to front and side of 

new extension. This work does not necessarily need to start when Phase 1B works 

start but the works do need to be complete at the same time as Phase 1B. A safe 

route of access for users of the pools and rear gym block must be always provided 

(Phase 1C). 

• Phase 2 Works - Refurbishment of existing leisure pool including internal 

refurbishment, roof replacement, installation of new heating, ventilation, and 

electrical systems, including connections to new plant & equipment. This phase 

will also include the relocation and re-connection of the existing Bio-Mass Facility 

and completion of rear and side external works (Phases 2A, 2B, 2C and 2D). 

• Phase 3 Works - Refurbishment of existing training pool including internal 

refurbishment and installation of new heating, ventilation, and electrical systems, 

including connections to new plant & equipment. This phase will also include the 

demolition and making good of the existing training pool changing block & the re-

cladding of the exposed training pool end wall (Phase 3A and 3B). 

• Phase 4 Works – completion of external works section between BBC Leisure 

Project site and Boston College’s Mayflower Building site (referred to as the 

Rowley Road area on the project programme). 

 

2.12. Operational Management 
 
2.12.1. The centre will be managed directly by BBC who will work in partnership with Boston 

College to deliver the outputs of the project. Thornton-Firkin have been retained as 
joint Project Managers for both the Boston Leisure Project and Mayflower. They will 
also advise on opportunities to maximise the synergy of the projects, including through 
potential joint procurement of construction contracts. 
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2.13. Future Opportunities  
 
2.13.1. Whilst there is the ‘second stage’ opportunity to create a community health and well-

being hub, these proposals do not at this stage include for the works to 
remodel/refurbish the existing health-suite to the rear of the site. This would however 
be retained with the aspiration that this provides community facilities; alongside other 
commercial opportunities. This would be a separate investment by the Council and 
would supplement the Towns Fund proposals. Thus adding a further layer of benefit. 
The Council is actively exploring the opportunities that this investment would create, 
including working with partners such as the NHS, ascertain the opportunities for a 
revenue stream connected with community outreach facilities which would have a 
natural fit with the proposals. 

 
2.14. Whilst there are several synergies with the Mayflower, this business case solely relates 

to the Boston Leisure Project, with the Mayflower subject of its own business case. 
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3. STRATEGIC CASE  

 
3.1. The strategic case sets out the rationale and evidence of need for the proposed 

investment. The case for change below summarises this rationale, however, the thread 
of evidence from national and local strategies, demographic, health, and activity 
profiles, together with assessment of need for future sports and physical activity 
facilities, is set out within this section.  

 
3.2. The case for change  

 
Figure 8 – The Case for Change 

 
3.3. National Strategic Context  

 

3.3.1. A summary of the key strategies and their respective outcomes are detailed overleaf, 
including the strategic outcomes/KPI’s from the four national bodies: Public Health 
England (PHE), Department for Digital, Culture, Media and Sport (DCMS), The British 
Medical Association (BMA) and Sport England (SE). 
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Figure 9 – National Strategy Summary 
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3.3.2. The infographic below shows the priority of the new government department, the Office 
for Health Improvement and Disparities and goes on to highlight the recommendations, 
from the recent House of Lords paper, calling for a national plan for sport health and 
well-being. 

 
3.3.3. These both highlight the focus central government is putting on physical activity and 

levelling health inequalities as the country recovers from all the health and other 
impacts of the coronavirus pandemic. 

 

Figure 10 – New National Priorities 

 

 
3.3.4. Finally, the infographic below, reminds us of government’s commitment to achieve 

carbon neutrality target by 2050, which is relevant given leisure centres contribute 
hugely to council’s carbon emissions each year. 

 
Figure 11 – Net Zero Commitment 
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3.4. National Strategic Priorities 

 
3.4.1. Sport England ‘Uniting the Movement’ Strategy 2021-2031 

 
3.4.2. The Sport England Strategy ‘Uniting the Movement’ was launched January 2021 with 

the vision: ‘Imagine a nation of more equal, inclusive and connected 
communities. A country where people live happier, healthier and more fulfilled 
lives’.  

 
3.4.3. The mission of this strategy is to ‘invest in sport and physical activity to make it 

a normal part of life for everyone in England, regardless of who you are. 
 
3.4.4. The Sport England five big issues are: Recover and Reinvent, Connecting 

Communities, Positive Experiences for Young Children and Young People, 
Connecting with Health & Wellbeing and Active Environments. These national 
themes are similar to many local outcomes.  

 
3.4.5. The strategy also focuses on ‘expanding our place-based working by collaborating 

with more places and their decision-makers on their local priorities and partnership 
opportunities, helping them use sport and physical activity to deliver the outcomes they 
want, and their communities need. In the places we’re working intensely already, we’ll 
do more to join-up our investment and use what we’re learning to influence others.’  

 
3.4.6. This way of working is evident in the statement: ‘We want more communities to enjoy 

the benefits of what sport and physical activity can do, both for individuals and the 
place where they live and work. Those benefits will come from a more bottom-up 
approach to our work and investment. Working with – not doing things to – 
communities and helping those affected to play a role in what happens in their 
neighbourhood and how it gets done.’ 

 
3.4.7. Following the strategy launch, SE published its three-year implementation plan setting 

out the key objectives it wanted to see delivered by 2015. The core focus is on reducing 
levels of inactivity, with focus on the places of highest need, that is current lowest levels 
of inactivity and health inequalities. 

 
3.5. British Medical Association (BMA) ‘Get Moving Report’, October 2019 – Steps to 

increase physical activity levels in the UK.  

 
3.5.1. The BMA briefing examines the wide range of benefits of physical activity, the current 

low levels of physical activity in the UK and the significant inequalities that exist in 
levels of physical activity within the population. Policy recommendations are across 
four core parts of people’s lives:  

 

• travel (increased investment in active travel); 

• leisure (access to open spaces and recreation facilities);  

• school (physical education recognised and protected as an essential part 
of the school curriculum); and 

• work (encourage active travel). 
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3.6. PHE Strategy 2020 – 2025 Protecting and Improving the Nation’s Health 
(published September 2019) 

 
3.6.1. This strategy outlines the foremost priorities to focus on to both protect people and 

help people to live longer in good health. Whilst focus is given to reductions in smoking 
and air pollution, increased levels of physical activity can significantly support reducing 
childhood obesity and improved mental health. 

 
3.7. Department of Health & Social Care Tackling Obesity: empowering adults and 

children to live healthier lives (published 27 July 2020) policy paper 
 
3.7.1. The Public Health England’s (PHE) recent assessment and new evidence made it clear 

that being overweight or living with obesity is associated with an increased risk of 
hospitalisation, severe symptoms, advanced levels of treatment such as mechanical 
ventilation or admission to Intensive Care Units and death from Covid-19. These risks 
increase progressively as an individual’s body mass index (BMI) increases. 

 
3.7.2. Obesity puts pressure on the health service. It is estimated that overweight and obesity 

related conditions across the UK are costing the NHS £6.1 billion each year. Latest 
figures show there were nearly 900,000 obesity related hospital admissions in 2018 to 
2019.  

 
3.7.3. Therefore, PHE will be: 

 
• Introducing a new campaign – a call to action for everyone who is overweight to 

take steps to move towards a healthier weight, with evidence-based tools and 
apps with advice on how to lose weight and keep it off. 

• Working to expand weight management services available through the NHS, so 
more people get the support they need to lose weight. 

• Publishing a 4-nation public consultation to gather views and evidence on the 
current ‘traffic light’ label to help people make healthy food choices. 

• Introducing legislation to require large out-of-home food businesses, including 
restaurants, cafes and takeaways with more than 250 employees, to add calorie 
labels to the food they sell. 

• Consulting on their intention to make companies provide calorie labelling on 
alcohol. 

• Legislating to end the promotion of foods high in fat, sugar or salt (HFSS) by 
restricting volume promotions such as buy one get one free, and the placement 
of these foods in prominent locations intended to encourage purchasing, both 
online and in physical stores in England. 

• Banning the advertising of HFSS products being shown on TV and online before 
9pm and holding a short consultation as soon as possible on how they introduce 
a total HFSS advertising restriction online. 

 
3.8. DCMS School Sport and Activity Action Plan, July 2019  
 
3.8.1. The government has three overarching ambitions for this plan:  

 

• All children and young people take part in at least 60 minutes of physical 
activity every day.  As set out in the Childhood Obesity Plan, at least 30 minutes 
should take place in schools, and the remaining 30 outside the school day.   

• Children and young people have the opportunity to realise developmental, 
character-building experiences through sport, competition and active pursuits.   

http://www.ias.org.uk/uploads/pdf/Economic%20impacts%20docs/pubmed.fdr033.full.pdf
https://digital.nhs.uk/data-and-information/publications/statistical/statistics-on-obesity-physical-activity-and-diet/england-2020/part-1-obesity-related-hospital-admissions-copy
https://digital.nhs.uk/data-and-information/publications/statistical/statistics-on-obesity-physical-activity-and-diet/england-2020/part-1-obesity-related-hospital-admissions-copy
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• All sport and physical activity provision for children and young people is designed 
around the principles of physical literacy, focuses on fun and enjoyment and aims 
to reach the least active.  

 
3.9. Active Travel  

 
3.9.1. The Department for Transport has recognised the benefits, particularly during Covid-

19, of cycling and walking. Their 2020 strategy sets out their ‘bold vision’ for cycling 
and walking. 

 
3.10. Department for Transport – Gear Change ‘A bold vision for cycling and walking’ 

(2020)  

 
3.10.1. This strategy highlights the many benefits of cycling and walking. The vision extends 

to healthier, happier and greener communities, safer streets, convenient and 
accessible travel. It also highlights the importance of active travel with better cycling 
and walking infrastructure being at heart of all transport policy and planning. Their 
vision is:  

 

“England will be a great walking and cycling nation. Places will be truly walkable. A 

travel revolution in our streets, towns and communities will have made cycling a mass 

form of transit. Cycling and walking will be the natural first choice for many journeys 

with half of all journeys in towns and cities being cycled or walked by 2030” 

 
3.11. Social Return on Investment and Cost of Inactivity 

 
3.11.1. Whilst many national and local strategies address the health and wellbeing benefits of 

lower obesity and higher physical activity levels for residents, there have been national 
assessments of the economic impact of increasing levels of activity. 

 
3.11.2. Research carried out by the Sport Industry Research Centre at Sheffield Hallam 

University for Sport England demonstrates that community sport and physical activity 
generates significant social and economic value to England, and in doing so 
contributes to the five government outcomes identified in Sporting Future: A New 
Strategy for an Active Nation (physical well-being, mental well-being, individual 
development, social and community development, and economic development).  

 
3.11.3. The findings of the above report show that for every £1 spent on community sport and 

physical activity in England, an economic and social return on investment of £3.91 is 
generated. Taking into account physical health benefits, mental wellbeing uplifts and 
economic development, the contribution was found to benefit some £85.5 billion to the 
English economy and society.4 

 
3.11.4. Conversely, Public Health England estimates the cost of physical inactivity in the UK 

to be £7.4bn per year, including £0.9bn to the NHS alone.5 

 

                                                 
4 Why investing in physical activity is great for our health – and our nation (Sport England, 2020). 
https://www.sportengland.org/news/why-investing-physical-activity-great-our-health-and-our-nation  
5 Physical activity: applying All Our Health (Public Health England, 2019). 

https://www.gov.uk/government/publications/physical-activity-applying-all-our-health/physical-activity-

applying-all-our-health  

https://www.sportengland.org/news/why-investing-physical-activity-great-our-health-and-our-nation
https://www.gov.uk/government/publications/physical-activity-applying-all-our-health/physical-activity-applying-all-our-health
https://www.gov.uk/government/publications/physical-activity-applying-all-our-health/physical-activity-applying-all-our-health
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Figure 12 – The social and economic value of being active6 

 
3.12. UK Chief Medical Officers' (CMO) Physical Activity Guidelines, September 2019 
 
3.12.1. The guidelines include recommendations for at least 150 minutes of moderate 

intensity activity per week, or 75 minutes of vigorous activity or a combination of both. 
These are shown in the infographic below.  
 

 

 

 

 

 

 

 

 

 

 

 

 

                                                 
6 Measuring Impact (Sport England, 2020). https://www.sportengland.org/how-we-can-
help/measuring-impact?section=social_and_economic_value_of_community_sport  

 

https://www.sportengland.org/how-we-can-help/measuring-impact?section=social_and_economic_value_of_community_sport
https://www.sportengland.org/how-we-can-help/measuring-impact?section=social_and_economic_value_of_community_sport
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Figure 13 – UK Chief Medical Officer physical activity guidelines by age  

 

3.12.2. The guidelines also provide information on the benefits of physical activity for: 
 

• Disabled adults: physical activity provides the same benefits for disabled people 
as the rest of the population, such as improving fitness, making daily tasks easier 
and creating new opportunities to meet people. Any myths about physical activity 
being inherently harmful for disabled people should be dispelled.  

• Pregnant women: specific benefits include reduction in hypertensive disorders, 
improved cardiorespiratory fitness, lower gestational weight gain, and reduction 
in risk of gestational diabetes.  

• Women after childbirth: specific benefits include reduction in depression, 
improved emotional well-being, improved physical conditioning, and reduction in 
postpartum weight gain and a faster return to pre-pregnancy weight. 

 
3.13. Health and Wellbeing Outcomes 

 
3.13.1. As being reflected by Government and Sport England strategies and recognised by 

local authorities and Public Health England for some time, ‘sport’ is no longer delivered 
solely for ‘sport’s’ sake. Increasing participation in sport and physical activity and 
reducing levels of inactivity are key to both local and national Government achieving 
outcomes in public health (physical and mental), adult social care and education.  

 
3.13.2. Both the BMA and PHE recognise the benefits of increasing activity on both physical 

and mental health. The national planning policy framework supports the premise of 
providing proper leisure facilities to meet local needs and the DoT vision for cycling 
and walking, recognises the importance of people walking and cycling more on their 
overall health and quality of live. 

 
3.13.3. As such Sport England’s mission to ‘‘invest in sport and physical activity to make it 

a normal part of life for everyone in England, regardless of who you are”, is recognised 
to benefit government’s wider outcomes.  

 
3.13.4. Further, the report completed by Sheffield Hallam University quantified the social return 

of investment into sport in England.  
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3.13.5. However, the coronavirus has significantly impacted activity levels and use of leisure 
centres; neither having returned to pre-Covid levels. Inequality of opportunity to be 
active and health inequalities appear to be widening. Therefore, local government 
interventions which impact levels of physical inactivity will be crucial to support the 
national outcomes set out above. 

 
3.14. National Trends in Fitness 
 
3.14.1. Given the importance of ensuring the right type of fitness offer, to not only meet local 

requirements but also to ensure a sustainable income stream, a review has been 
undertaken of the market utilising the 2019 State of the UK Fitness Industry Report. 
The findings of this report can be found in Appendix 1.  

 
3.15. Local Strategic Context 
 
3.15.1. The key strategies and priorities for Boston and surrounding area are outlined in the 

infographic overleaf, those which are pertinent to the Boston Leisure Project are shown 
in blue. The Boston Towns Fund Vision and outcomes are set out below. 
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Figure 14 – Key Strategies and Priorities 
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Figure 15 – Local Strategic Priorities  
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3.15.2. It is worth noting that in 2018, Lincolnshire Health and Wellbeing Board - the local 
strategic forum for health and care made physical activity one of its seven priority areas 
for improvement, recognising that being physically active is one of the key ingredients 
of a healthy and fulfilled life. Since then more than 60 partners have come together to 
form the Lincolnshire Physical Activity Taskforce – an alliance of partners from across 
the county taking a fresh look at the problem of inactivity using a “whole system 
approach”. 

 

3.15.3. Furthermore, in August 2021, the South & East Lincolnshire Councils Partnership – a 

partnership between East Lindsey District Council, Boston Borough Council and South 

Holland District Council – was agreed. This partnership will initially see the three 

Councils share a Corporate Management Team. All three Councils will retain their own 

identity and be accountable to their local communities, however sharing expertise, 

teams and resources through the partnership will allow the Councils to address 

challenges on a ‘sub-regional’ basis and in a cost-effective manner. To date, this has 

accelerated the Councils, and boosted the profile of this part of Lincolnshire, as a place 

to live, work and invest. This in turn creates a platform for further public sector 

investment, and layering of funding opportunities and partnerships. 

 

3.15.4. Summary  

 

3.15.5.  Investment into the Boston Leisure Project will help meet national and local strategic 

objectives by:  

 

• Developing physical confidence and competence from the earliest age by providing 
opportunities for children of all ages to be active through play; 

• Encouraging and enabling the inactive to be more active, by introducing new 
activities aimed at fun and recreation rather than just traditional sport;  

• Supporting well-being and resilience in communities through physical activity and 
sport;  

• Linking with Boston College to provide employment opportunities for young people 
in the area;  

• Supporting economic regeneration of Boston’s centre; and  

• Giving local residents a sense of ‘pride of place’ through the enhancement of a key 
local building. 
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3.16. Demographic Profile 

 

3.16.1. The context of the catchment area in which the centre is located is important to 
understand, as it will influence future use of any new facilities. 

 

3.16.2. The key demographics for the area are: 

• There are 69,366 people living in Boston. 

• The population of Boston is projected to 

increase by 14.9% overall by 2040, according 

to the Office of National Statistics (ONS 2018), 

from 69,366 to 81,483 by 2040.7 

• Boston has seen a rapid increase in its 

population in recent years with the growth 

mainly from incoming eastern European 

migrants. This has brought challenges in terms 

of rapid increase but also significant benefits 

in the provision of a workforce for local 

employers.8  

• Boston has a higher proportion of older people 

and a lower proportion of working age people 

compared to England. 

• Approximately 50% of the Borough’s residents 

live within the town of Boston, with the 

remaining 50% living in the surrounding rural 

communities.9  

• All age groups are projected to increase apart 
from 0-9 years which remain static. The most prevalent age group in 2020 is 30-
34 years which changes to 50-54 years by 2040. By 2040 the 75-79 years age 
group is projected to increase the most by 38%. 

• Life expectancy for both men and women is lower than the England and regional 
average. 

• In 2016-18, life expectancy at birth in Boston was 77.8 for males and 82.8 for 
females. 

 
3.16.3. Overall, comparing local indicators with England averages, the health and well-being 

of children and adults in Boston is significantly worse than England. Key health factors 
to note that a leisure development could support and improve are: 

 

• 70.5% of adults are classified as overweight or obese which is worse than 
the regional (64.4%) or England average (62.0%).10 

• Rate of obesity in 10-11year olds 2018-2019 is 27.1% worse than the 
regional (19.7%) and average for England (20.2%). 

• The rate of under 75 mortality rate from cardiovascular diseases is worse 
at 95.8 (per 1,000,000 population) than the regional (73.5) and England (71.7) 
average.   

                                                 
7 Full population data can be found in Appendix 2.  
8 Boston Corporate Strategy 2020-2024 
9 Boston Corporate Strategy 2020-2024  
10 Source: PHE Profile Boston  
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3.16.4. A catchment area of 30 minutes has been reviewed for the commercial leisure aspects. 

This incorporates the whole of Boston plus parts of Holbeach and Spalding in the South 
and Heckington to the West. This is shown in the figure below.  

Figure 16 – 30 Minute Catchment Map 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
3.16.5. The total population within a 30-minute catchment is 121,548. The largest age groups 

within catchment are the 40-59 and 60-79 age groups. A full breakdown of the 
catchment age profile can be found in Appendix 3.  
 

3.17. Physical Activity Levels  
 
3.17.1. As the figure overleaf shows, 38.5% of adults are physically inactive which is worse 

than the regional (30.3%) and average for England (27.5%). 
 
3.17.2. Furthermore, 64.4% of children in Boston are not meeting the national guidelines 

for physical activity. This is worse than regional and England averages as illustrated 
in figure 11.  
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Figure 17 – Physical activity levels among adults (May 2020-2021)  

 
 

Figure 18 – Physical activity levels among children (Academic year 2020-2021)  
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3.18.  Sport England Active Lives Report May 2020-2021 (Published October 2021)  

 
3.18.1. Demographic breakdown of Covid-19 impact on physical activity 

 
3.18.2. The Sport England Active Lives Report May 2020-2021 found that certain groups 

have been disproportionately impacted by the pandemic, and it is these groups that 
may need more support in returning to physical activity. The list of affected groups 
below is not exhaustive but highlights groups which are represented in Boston and 
already tend to face more health inequalities:  

 

• Activity levels have fallen for both the 16-34 and 35-54 age groups, compared 
to 12 months ago. This continues the downward trend seen before the 
pandemic for the 16-34 age group, with the proportion who are active having 
fallen a further 2.8% compared to 12 months ago. Within this, it’s the 16-24 
age group particularly driving the decreases. 

• Activity levels had been growing strongly amongst the 55-74 and 75+ age 
groups prior to the coronavirus pandemic. While activity levels have broadly 
been maintained in the 55-74 age group, many of the gains among the 75+ 
age group have been lost. This may be linked to the requirement for many of 
those aged 70+ to shield during the earlier stages of the pandemic and a 
continued nervousness of mingling indoors or in crowded outdoor spaces. 

• Both those with and without a disability or long-term health condition have 
seen activity levels fall by more when greater restrictions were in place – in 
line with the national picture. However, those with a disability or long-term 
health condition saw no recovery across mid-March to mid-May 2021, 
compared to the first full lockdown during the same period in 2020 – remaining 
7.1% down on 2019. This suggests a return to activity may be slower for this 
group and without additional support many may not return. 

• Black and Asian adults are less likely to be active than those who are White 
or Mixed race. The pandemic’s had a disproportionately negative impact on 
those with the lowest activity levels and as such the inequalities have widened. 
Amongst those from Black and Asian (excluding Chinese) backgrounds, men 
have driven the drops. Despite this, women of Black and Asian (excluding 
Chinese) ethnicities remain the least active and have the largest gender gap 
to males with the same ethnicity. 

• Men saw a larger drop than women during the early 2021 lockdown period, 
whereas women’s activity levels remained more consistently lower than 
12 months earlier, across the period. Men have also driven the partial recovery 
seen during mid-March to mid-May 2021. 

• Whilst the data doesn’t report a change compared to 12 months ago for lower 
socio-economic groups (NS-SEC 6-8), this is the only group to show a 
decrease compared to the November 2015-16 baseline (-2.7%). This 
reinforces the previously observed widening of existing inequalities. 
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3.19. Deprivation and Inactivity  
 
3.19.1. National data shows a strong link between deprivation and inactivity.11 Therefore, 

there is a need to encourage participation among these communities in particular. It 
can be seen in the map below that the area around GMLC has some pockets of 
deprivation.  
 

3.19.2. It is particularly worth noting, as the above Sport England research highlights, that the 
pandemic has exacerbated already existing health and physical activity disparities for 
those living in more deprived areas.  

Figure 19 – Areas of deprivation in Boston centre  

 

 

 
3.20. Sports Halls and Swimming Pools Provision  
 
3.20.1. The table overleaf shows the sports hall and swimming competition within a 20-minute 

drive time. 
 
3.20.2. The sports halls listed all have three or more courts. There are seven facilities with a 

total of 27 courts within the catchment.  All these facilities allow public access, six of 
them are on education sites.  One of them, the Princess Royal Sports Arena, is the 
only facility available on a pay and play basis. 

 

                                                 
11 Public Health England Fingertips: Physical Activity (2018) 
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3.20.3. There is only one other swimming pool in a 20-minute catchment at Princess Royal 
Sports Arena with public access, whilst described as a leisure pool it is a typical 
rectangle tank with a jacuzzi in one corner.  It is a smaller pool at 105 m². 
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Table 2 – Swimming pools and sports halls in a 20 minute catchment 

Site Name 
Facility 
Type 

Facility 
Sub Type Unit Number Access Type 

Ownership 
Type Management Type Range 

SPORTS HALLS                 

HAVEN HIGH ACADEMY (THE 
TOLLFIELD CAMPUS) Sports Hall Main 

Badminton 
courts 3 

Sports Club / 
Community Association Academies 

School/College/University 
(in house) 2.5-5 

HAVEN HIGH ACADEMY (MARIAN 
CAMPUS) Sports Hall Main 

Badminton 
courts 4 

Sports Club / 
Community Association 

Community 
school 

School/College/University 
(in house) 5-10 

PETER PAINE PERFORMANCE 
CENTRE Sports Hall Main 

Badminton 
courts 5 

Sports Club / 
Community Association 

Further 
Education 

School/College/University 
(in house) 5-10 

KIRTON MIDDLECOTT SPORTS & 
FITNESS CENTRE Sports Hall Main 

Badminton 
courts 4 

Sports Club / 
Community Association 

Community 
school Other 10-15 

PRINCESS ROYAL SPORTS 
ARENA Sports Hall Main 

Badminton 
courts 3 Pay and Play 

Community 
Organisation 

Commercial 
Management 10-15 

THE GILES ACADEMY Sports Hall Main 
Badminton 

courts 4 
Sports Club / 

Community Association Academies 
School/College/University 

(in house) 15-20 

WILLIAM LOVELL CHURCH OF 
ENGLAND ACADEMY Sports Hall Main 

Badminton 
courts 4 

Sports Club / 
Community Association Academies 

School/College/University 
(in house) 15-20 

SWIMMING POOLS                 

PRINCESS ROYAL SPORTS 
ARENA 

Swimming 
Pool 

Leisure 
Pool Lanes 0 Pay and Play 

Community 
Organisation 

Commercial 
Management 10-15 

THE GILES ACADEMY 
Swimming 

Pool Main Lanes 4 Private Access Academies 
School/College/University 

(in house) 15-20 

 
3.20.4. This table suggests that there is sufficient sports hall provision within the existing catchment, particularly as sports halls in general have 

seen a decline in use and income over the last two years pre Covid12. 
 
3.20.5. GMLC is the main swimming provision in the area, with no other facilities of that size in the catchment, therefore it is key that the pool 

provision remains as the only access residents in Boston will have to swimming facilities.   

 

                                                 
12 From comparisons between Sport England National Benchmarks for income per court 2018 and 2019 
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3.21. Latent Demand for Fitness  
 

3.21.1. It is important to understand the latent demand for fitness in the area given the demographics and 
competition (private and public), as this will determine both the ideal size of the gym and 
complementary facilities (group exercise studios etc.) and the potential levels of income derived 
from the facilities. 

 
3.21.2. An analysis was undertaken to show health and fitness competition within a 15-minute drive time 

of the site. This can be seen on the map in Appendix 4.  In total, there are eight other fitness gyms; 
five of these are within a mile. It is noted that Tru-gym has recently closed.  

 
3.21.3. Following this a commercial assessment for the demand for fitness was commissioned. The overall 

total demand for fitness is estimated to be 1,782 fully paying adult members. 
 
3.21.4. Please refer to Appendix 5 for full latent demand breakdown by mosaic type and age. 

 
3.21.5. A gym to support this level of adult memberships would need to be at least 70 – 75 stations. 

However, given both population growth and the number of younger people in the area, and links 
with the college, it is recommended that space is created for an additional free weights area and 
space for cross and personal training.  
 

3.21.6. Given the level of in-active and older residents, an area of equipment for less mobile people and 
for rehabilitation close to consultation rooms will be beneficial.     
 

3.22. Competition Analysis – Commercial Facilities  
 
3.22.1. A detailed competition analysis of commercial leisure indoor venues within a 30-minute drive time 

of the site found the following:  
 

• In terms of soft play provision, there are only two soft play facilities within 20 minutes, which is 
limited competition. Fuzzy Ed’s, the closest competition is a play area located inside a 
restaurant/pub. 

• Play Towers is a larger five storey play facility, which is also home to other leisure activities 
including Boston Bowl and Krazee Klimb. The centre also has ‘Battle Warehouse’ a laser tag 
facility. 

• Further competition is limited, with no indoor skate parks, trampoline parks or Tag Active 
facilities within a 30-minute drive time. 

 
3.22.2. Full details of the competition analysis can be found in Appendix 6.  

 
3.22.3. Given the local competition in terms of soft play, ten pin and laser tag at Boston Bowl, there may 

be limited commercial opportunities for new facilities in the Boston Leisure Project. 
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3.23. Health and well-being opportunities 
 
3.23.1. Given the demographic and health profile of residents in Boston and discussions with health 

partners, there are opportunities to link the swimming pool and health suite to a ‘health and well-
being hub’, which could incorporate: 
 

• Fitness equipment for people with health conditions, who are less mobile, new to fitness or 
older 

• Consultation rooms for phase 4 cardiac rehabilitation and GP referrals 

• Meeting rooms for health partners to deliver seated mobility classes, smoking cessation 
courses, health eating for families’ workshops and sessions etc. 

• Physio and complementary therapy rooms 

• Course links to improving mental health through physical activity  

• Meeting rooms for other community groups (shortfall of available space in Boston) and 
council partners to deliver services in an informal setting (for example youth offending team 
services) 

 
3.24. Stakeholder Relationships and Engagement  

3.24.1. The Council currently works with several organisations to increase participation at GMLC to 

encourage health benefits, which aligns with a number of key strategic priorities.  These groups 

include: 

 

• Boston Amateur Swimming Club 

• Boston Triathlon Club 

• Boston Sub Aqua Club 

• Schools 

• Little Miracles Charity 

• Boston College 

• Boston Big Local 

• Boston Town Area Committee 

• Katy Cooper – The Treatment Rooms 

• Lincolnshire County Council – Holiday Activity and Food Programme 

• One You Lincolnshire 

• Cardiac Rehabilitation Phase Four 

• Lincolnshire Active 

• Market Deeping Swimming Club 

• Sea Cadets 

• Air Cadets 

• Police Cadets 

• 100% Tri – Elite Athlete Training 

3.24.2. The figure overleaf details some key themes which emerged from stakeholder engagement during 

the development of the Boston Town Deal. 
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Figure 20 – Town Deal Engagement Themes  

 
3.25. Community Engagement 
   
3.25.1. Engagement has been undertaken as part of the Town Deal and PE21. The plans have been 

formulated based on an understanding of current users and stakeholders’ requirements to ensure 
that the key current facilities are retained. As part of the scheme moving forward, a package of 
engagement and stakeholder involvement will be included, including pre-planning application 
consultation, to refine the plans and supplement the formal consultation required in connection with 
the Council’s statutory roles. The Town Deal engagement reach is set out overleaf. 
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Figure 21 – Town Deal Engagement Reach 

 

 

 

 

 
 
 
 

   
3.25.2. The Boston Town Deal https://www.bostontowndeal.co.uk website includes all the projects’ 

information including: 

 

• Library of documents 

• Blogs and video blogs 

• FAQs 

• Public meeting packs 

• Links to facebook pages 

• Governance / terms of reference 
   
3.25.3. Further engagement would take place as the proposals are developed, including both statutory and 

non-statutory consultation in connection with the necessary planning application. 
 

 

 

 

 

 

https://www.bostontowndeal.co.uk/
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3.26. Vision and objectives  
 

3.27. The vision is to create a modern innovative leisure complex for Boston that provides a swimming 
and physical activity hub to inspire people of Boston and the surrounding area to be active. This 
vision links directly to the Towns Fund outcome for this project, which is to deliver one new or 
improved leisure facility. 
 

3.28. The hub should feel part of the wider Mayflower campus and be welcoming to all users; young and 
old, local or visitors and engender a sense of community and civic pride. 
 
Figure 22 – Vision and Objectives 
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3.29. The Proposed investment 
 

3.29.1. This section sets out a description of the works to be undertaken, interdependencies with the 
Mayflower project and alternative options considered. 
  

3.29.2. Alternative Options 
 

3.29.3. Do nothing 
 

3.29.4. Do nothing is not an option, the complex desperately requires circa £2.5m lifecycle works 
investment into a building which is not fit for purpose, nor supporting the outcomes of the Council 
to increase opportunities for people of most need to be more physically active. The impact of Covid-
19 on physical activity clearer shows that inequalities are growing, and data is showing that users 
are slow to return to the existing centre. Data from Sport England’s Moving Communities13 
database highlights that recovery of older centres / centre which have not been recently refurbished 
is lower than newer and refurbished leisure centres. 
 

3.29.5. In addition, doing nothing would lead to a loss of Town Deal funding and failure to achieve the 
strategic outcomes and outputs of the project. It would result in reputational damage – particularly 
with Government, the Town Deal Board, and other partners – but would also undermine community 
confidence in the Council to secure funding and deliver improvements for the town. 
 

3.29.6. It would also lead to the loss of synergies with the Mayflower project if that were to proceed without 
the Leisure Project.  
 

3.29.7. New build leisure centre 
 

3.29.8. The Council has considered new build leisure centre options. The capital costs were in the region 
of £22m for the same scope of provision. The following options were discounted (January 2022 
BBC Cabinet meeting):  
 

• Relocation of leisure site to PE21 area – this was discounted due to concerns of Members 

regarding potential net loss of facility; combined with likely costs and funding constraints. 

• Land-swap involving GMLC site and Ingelow Manor to enable new leisure re-provision on that 

site - discounted due to significant costs and funding constraints, timeframe and potential 

impact on the loss of leisure facilities during development. 

 

3.29.9. A report taken to the Boston Town Deal Board February 2022 set out the conclusions on the option 
to provide a new build leisure centre. As can be seen from the text below, this option was not 
deemed to be financially viable14. 

 

Boston Borough Council worked with industry experts, Alliance Leisure, on a revised 

site plan, floor plans and accommodation schedule for a new Leisure Centre on the 

site of the Ingelow Manor Centre.  

 

On 24th November, the Town Deal Team received a capital investment summary for 

the leisure project.  This confirmed that the creation of a new leisure centre, with no 

less than the current provisions was not financially achievable. 

                                                 
13 https://movingcommunities.org  
14 Boston Town Deal Board Report: Options Appraisal for Flagship Project – the Mayflower; February 2022 

https://movingcommunities.org/
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Meeting arranged with Boston College and Michelle Sacks to discuss the cost 

estimates received for Leisure and the feedback from Boston Borough Council 

members. 

 

There were three key considerations that effectively changed the Leisure project from 

an ambition for a new build to a transformation of the current Geoff Moulder Centre. 

These included:  

 

1) Due to inflationary pressures the costs associated with a new leisure provision far 

exceeded the expectation of both the team and members.  

2) Following consultation, there was significant concern regarding the timescales for 

delivery of both the Mayflower and Leisure Centre, particularly relating to the public 

expectation of ongoing access to the swimming pools during the development of the 

new leisure centre.  

3) The significant impact on the Leisure sector from Covid restrictions has had a 

knock on effect to the ability of the Council to secure any external leisure operator or 

investor/developer. 

 
3.29.10.  Description of the Project 

 
3.29.10.1. The design of the extension and refurbishment of the current Geoff Moulder Leisure Complex 

reinvents the existing centre for the 21st Century providing a contemporary Boston Leisure Centre 
for the town. 

 

• The existing complex is formed from three buildings, the leisure pool, the training pool, and the 
gym facility at the rear of the site.  Each of these existing buildings presently has its own 
entrance, requiring multiple staff to manage receptions and no single clear entry point.  The 
proposal includes an extended gym facility and extension at the front of the building with a 
single main entrance and reception for staff to greet the public and manage access to both pool 
facilities and the gym. 

• Presently the leisure pool and training pool have tired independent changing facilities, divided 
simply on a male/female gender basis.  The new facility will provide a new wet changing village 
directly accessed from the main entrance foyer, which serves both the leisure pool and training 
pool. The new changing village will provide a more gender-neutral changing facility, including 
single, double, family and disabled changing cubicles. The training pool, primarily used by 
schools and swimming clubs has simpler group changing facilities with adjoining access to the 
changing village. Importantly the new changing facilities are laid out to provide clear lines of 
sight for natural surveillance, the changing village opening fully to the leisure pool similarly to 
contemporary leisure pools. 

• The new extension at the front of the leisure centre is a clear statement that the existing facility 
has been improved. The new main entrance lobby is clearly visible on the new front façade, 
new views into the main entrance foyer and reception desk and a first-floor window to the new 
gym running full width of the extension activates the front façade for the those approaching, 
passing and using the proposed public space in front of the new leisure centre.   

• The proposed entrance foyer is located centrally to both the southern edge of the proposed 
public space and the new extension. The foyer is visible from the outside approaching the 
building with the staff at the reception desk greeting users on arrival. The foyer leads directly 
to the pools wet changing village, first floor gym and leads users through to the centre café 
which overlooks the leisure pool.  Direct views of the leisure pool on entering the building 
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reinforcing the sense of arrival and one of the core activities in the leisure centre.  Importantly 
the foyer has adequate space for a retail offer, such as swimming costumes and equipment as 
well as the café providing revenue for the centre. 

• The new extension first floor is for the exclusive use of the gym, substantially larger than the 
existing one, and two new studios for exercise classes.  The gym’s bold north facing window 
overlooking the complex frontage, public space and proposed neighbouring Mayflower 
Building, clearly states what one of the core activities of the building is and provides great views 
into and out from the building. 

• The existing gym building at the rear of the site is proposed to be retained and could be re-
purposed as a community facility with its own separate entrance, the one exception to this is 
the existing spa facility which is proposed to be refurbished and accessed via the leisure pool 
as it is presently.  This building can be refurbished to provide potential facilities for medical 
consultations, sports physio, dance, and a space which can be hired by local community groups 
for various activities. 

• The remainder of the existing building including the pools will be refurbished. 
 
Figure 23 – Design of Extension and Refurbishment of Boston Leisure Centre 
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3.29.11. The ‘proposed community use’ area (shaded in grey on the ground floor layout) is not within scope 
of this business case, however as per para 3.23 the Council is considering the option to develop 
the space into a health and well-being hub with health and community partners. 

 
3.29.12. Interdependencies with the Mayflower project (and others) 
 
3.29.13. Both the Boston Leisure Project and Mayflower are distinctly separate projects and could come 

forward in isolation. However, the preferred design response is to create a single campus/village, 
thus bringing together the synergies between education (especially Higher Education learners) 
and leisure/health and well-being. The creation of a campus approach allows for a unique and 
transformational sense of place to be created, secures increased value for money, and would 
have a much bigger overall impact on the place. This approach has been endorsed by the Towns 
Fund Board (February 2022). 

 
3.29.14. In design terms, the schemes would be linked, with shared access, parking, pick-up/drop-off and 

shared pedestrian space between the two buildings. This approach will be integral to both the 
design of the spaces but also their long-term management to create a cohesive and symbiotic 
environment. The spaces would also be designed to place active users at the heart, with 
encouragement of cycling and walking to the site, and car users being secondary. 

 
3.29.15. There is a shared design team, and the potential to have a shared approach to procurement and 

construction, although this is not yet confirmed. This has already derived some financial savings 
in terms of costs of surveys and background information for example. 

 
3.29.16. Through collaborative working, and establishment of a joint project team between the Council and 

the College, there is an ability to work collaboratively and ensure that any indirect 
interdependencies can be managed to ensure that there is no risk to either project delivery. 

 



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  53 
 

 

 

3.29.17. Incorporating both the Mayflower and new Leisure Project on a shared site has several benefits. 

 

• The two projects provide local services that are complimentary, supporting the well-being, 
health, fitness, new business, and education of the community both locally and further afield, 
raising aspirations, users of both buildings physically seeing the potential of using services in 
the neighbouring building. 

• The Mayflower business units will be more attractive being located adjacent the new leisure 
centre. 

• The site is located only 10 minutes’ walk from Boston town centre, providing a local civic hub 
for health and leisure for local people. 

• The opportunity of the new public space clearly links the two buildings and a place for potential 
events for each of the buildings both individually and possibly together.   

 
3.29.18. At the Town Deal Board meeting, February 2022, support was provided to the principal of this 

campus approach being taken forward, due to the transformational impact of both projects for the 
area. 
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4. ECONOMIC CASE  

 

4.1. Introduction 

4.1.1. The Economic Case determines the value for money of the investment. It should include an 
analysis of monetised benefits and costs, as well as non-monetised benefits. The benefits and 
costs assessed should be aligned to the objectives set out for the project in the Strategic Case. It 
is important that Economic and Strategic Cases are closely aligned. “Net present social value and 
benefit-cost ratios should not be treated as a full representation of value for money. Rather, they 
should be used to summarise the benefits and costs that can be readily monetised or quantified. 
There may be wider strategic or social value to an intervention which may not be easily assimilated 
into calculations.” 

4.2. Approach to economic case 

4.2.1. The Economic Case assesses the economic impacts of the Boston Leisure Project and whether 
value for money for the public sector is optimised. This initially involved developing a long-list of 
options, with the options qualitatively assessed to identify a shortlist.  A quantitative comparison of 
the shortlisted options and the Base Case is then set out to identify the preferred option. Sensitivity 
analysis follows to test the quantitative findings of the preferred option. 

4.2.2. The assessment of economic benefits for this Towns Fund scheme has been undertaken in full 
compliance with the latest HM Treasury Green Book (2020) and relevant Departmental guidance, 
such as Ministry for Housing, Communities and Local Government (MHCLG). 

4.2.3. There are a number of overarching assumptions which apply to the value for money assessment 
(unless otherwise stated): 

• all short-listed options have been appraised over a 30-year period, consistent with appraisal 
guidance for the refurbishment of existing assets. 

• where Present Value figures are presented, cost and values have been discounted at 3.5% 

• all monetised costs and benefits have been converted to 2021/22 prices, with general inflation 
excluded 

• the costs and benefits of the intervention options are presented in net terms and relative to the 
Base Case.  Adjustments have also been made for additionality e.g. leakage, displacement 
and multiplier effects where appropriate (as detailed below) 

• Optimism Bias of 15% has been calculated using HM Treasury methodology and included in 
the value for money analysis 

4.2.4. The framework for assessing the economic benefits of the Boston Leisure Project has been 
developed having regard to the HM Treasury Green Book, MHCLG, BEIS and DCMS guidance. 
As set out within the MHCLG Appraisal Guide, projects should be appraised based on a Benefit 
Cost Ratio (BCR).  

4.2.5. The calculation of costs and benefits has accounted for latest recommendations from MHCLG in 
relation to the Towns Fund, as well as other recent publications for regeneration and cultural 
projects. Reflecting the diverse nature of the interventions and their expected impacts, as well as 
the existing conditions within Boston, a wide range of external benefits have been assessed in 
accordance with guidance as set out in the Economic Benefits section below. 

4.3. Additionality 

4.3.1. Of key importance in assessing the impact of the proposals on the local economy is the extent to 
which new activity is truly additional, in other words it does not simply displace existing activity.  
Furthermore, it is important to understand who is likely to benefit from the impacts generated and 
the degree to which further demand and investment is stimulated. To assess the net additional 
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impact of the proposals and overall anticipated additionality of the proposed project options, the 
following factors have therefore been considered: 

• Leakage – the proportion of outputs that benefit those outside of the project’s target area or 
group 

• Displacement – the proportion of project outputs accounted for by reduced outputs elsewhere 
in the target area. Displacement may occur in both the factor and product markets 

• Multiplier effects – further economic activity associated with additional local income and local 
supplier purchases  

• Deadweight – outputs which would have occurred without the project (Base Case)  

4.3.2. The approach to assessing the net additional impact of a project, taking into account the above 
adjustments, is shown diagrammatically below. 

Figure 24 Net Additional Impact 

 

4.3.3. For the economic modelling, we have assumed a composite additionality factor of 80% 

4.4. Economic benefits 

4.4.1. The following outputs were considered in the economic benefit assessment as set out in the table 
overleaf. 

 

 

 

 

      Intervention options         Reference case        Net additional impact 

 

Gross direct effects Gross direct effects

Less leakage from target 
area / group

Less leakage from target 
area / group

Gross local direct effects Gross local direct effects

Less displacement (factor 
and product market) / 

substitution

Less displacement (factor 
and product market) / 

substitution

Net local direct effects Net local direct effects

Plus multiplier effects Plus multiplier effects

Total gross local effects Total gross local effects

Total net local additional 
effects

LESS =
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Table 3. Economic Benefits 

Outputs Mature Year Estimate (per 

annum) 

Participation numbers in health, sports and leisure 349,000 

Derelict site redeveloped - 

Jobs protected 23 FTE 

Adult fitness memberships 1,800 

Local fitness/exercise referrals 100 

Children accessing swimming lessons (outside school provision) 900 

Number of new learners assisted per annum 400  

Number of CIMPSA accredited CPD undertaken 50 

Number of CIMSPA members in Boston   10 

New community floorspace (sqm) 2,000 

New, upgraded or protected community centres, sports or athletics 

facilities, museums, arts venues, theatres, libraries, film facilities, 

prominent landmarks or historical buildings, parks or gardens 

1 

4.4.2. The economic modelling included a number of monetised benefits, consistent with governmental 
guidance.  These included (i) land value uplift; (ii) wider land value uplift; (iii) wellbeing of 
residents into work; (iv) labour market entrants; (v) productivity; (vi) educational; (vii) 
wellbeing benefits from increased access to leisure; and (viii) distributional. 

Table 4. Monetised Benefits 

Towns Fund 

investment 

theme 

Key benefits Wider social and economic 

benefits  

Key guidance to 

model and monetise 

benefits 

Urban 

regeneration, 

planning and 

land use 

Land value uplift 

Wider land value uplift 

• Increases in local employment 

and GVA 

• Increased local spend 
 

MHCLG guidance 

Arts, culture, 

and heritage 

Leisure / physical activity 

wellbeing benefits 

• Improved image of the town 

• Community cohesion 

DCMS guidance 

Enterprise 

infrastructure 

Land value uplift • Increased employment and 

income  

• Attraction of more businesses 

in the long term 

MHCLG guidance 

Enterprise 

infrastructure 

Labour market entrants 

Resident into work 

Productivity benefits 

• Increased employment and 

income  

• Better wellbeing 

MHCLG guidance; 

BEIS guidance 
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Towns Fund 

investment 

theme 

Key benefits Wider social and economic 

benefits  

Key guidance to 

model and monetise 

benefits 

Skills 

infrastructure 

Educational benefits 

Distributional 

• Levelling up 

• Assisting relatively deprived 

areas 

HMT, MHCLG 

guidance 

4.4.3. The proposal will have positive distributional effects, by encouraging investment within Boston, and 
helping to re-balance the economy away from London and the Southeast.  The approach used to 
calculate these effects is that set out in the HM Treasury Green Book, based on equivalised 
disposable household income and welfare weights (“estimate of the marginal utility of income”).  
The generalised marginal welfare weight after housing costs established for Boston by AMION is 
1.4 which provides a reflection of the positive effects on net disposable income.   

4.5. Economic costs 

4.5.1. The financial costs of the proposed intervention have been developed by the Boston Leisure 
Project Team, drawing on significant experience of delivering similar projects across the local 
authority area. The nominal financial costs in the Financial Case have been converted to economic 
costs in line with the Green Book by using the HM Treasury’s GDP deflator index to convert 
estimates of future costs to Constant (2021/22) prices.  The constant price costs have been 
adjusted to present value costs by applying the Treasury’s Social Time Preference discount rate of 
3.5% per annum.  

Table 5 Economic Costs 

4.6. Value for money assessment 

4.6.1. The value for money assessment is summarised below. The project has a BCR of 2.7:1 in the 
core scenario. It also withstands scrutiny from two technical changes within the sensitivity testing, 
with the BCR remaining above 2.0:1 in both instances.  

 

 

 

 

 

 

 

 

Type Source Total Amount (£m) 

Public sector cost (undiscounted) Thornton-Firkin and Towns Fund £7.1 

Public sector cost (discounted) Green Book STPR £6.7 

Optimism Bias AMION £1.0 

Public sector cost (with OB) - £7.7 
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Table 6 Value for Money Assessment 

From Green Book (2020) guidance (p. 40): When considering proposals from a UK perspective the relevant 

values are viewed from the perspective of UK society as a whole. Where appraising a place-based policy or 

a UK wide proposal with place based effects the relevant values include effects in the place of interest and 

similar nearby travel to work areas. The relevant costs and benefits which may arise from an intervention 

should be valued and included in Social CBA unless it is not proportionate to do so. The priority costs and 

benefits to quantify are those likely to be decisive in determining the differences between alternative options. 

The appraisal of social value involves the calculation of Net Present Social Value (NPSV) and Benefits Cost 

Ratios (BCRs) the ratio of benefits to costs. 

4.6.2. The project has the option to be combined with an adjacent Towns Fund scheme, Mayflower 
delivered by Boston College. This project has total NPV benefits of £33.1m and total NPV costs 
of £16.0m. If the two projects were delivered together, an additional 0.5ha of public realm can 
be delivered through the efficiency gains, as well as all the costs and outputs from the separate 
projects. This will provide enhanced amenity benefits for the local population, using values within 
the DLUHC Appraisal Guide. 

4.6.3. The combined project has a BCR of 2.3:1. The overall benefits arising from the combined project 
is greater than if the two projects were delivered separately due to these additional amenity benefits 
arising from the new public realm.  

4.7. Non-quantified benefits 

4.7.1. In accordance with Green Book orthodoxy, the BCR does not include additional local spend and 
Gross Value Added but is referenced above.  

Value for money 

assessment  

(£M, discounted, 21/22 

prices) 

 Core scenario Sensitivity test 

1 

No 

distributional 

Sensitivity test 

2 

OB at 24% 

Economic benefits     

Land value uplift  £0.3 £0.3 £0.3 

Wider LVU  £2.4 £2.4 £2.4 

Residents in work  £0.1 £0.1 £0.1 

Labour market entrants  £0.1 £0.1 £0.1 

Productivity  £0.1 £0.1 £0.1 

Educational  £2.9 £2.9 £2.9 

Leisure wellbeing  £9.3 £9.3 £9.3 

Distributional   £5.6 £0.0 £5.6 

Total economic benefits (A) £20.8 £15.1 £20.8 

Economic costs     

Towns Fund (B) £2.6 £2.6 £2.8 

Co-funding (C) £5.1 £5.1 £5.4 

Total public sector  (D) = (B) + (C) £7.7 £7.7 £8.2 

Benefit Cost Ratio (A) / (D) 2.7:1 2.0:1 2.5:1 
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4.7.2. The project is also likely to deliver substantial wider benefits relating to regeneration, image, 
community, agglomeration, and Covid-19 recovery.  

4.8. Summary 

4.8.1. The analysis undertaken in this Economic Case was consistent with HM Treasury’s Green Book 
and other departmental guidance. For the Boston Leisure Project, specific benefits modelled relate 
to land value uplift, employment, education, and leisure/physical activity. The costings have been 
calibrated for Optimism Bias at 15% and discounted using HMT’s 3.5%. Additionality has been 
applied at 80%.  

4.8.2. The BCR = 2.7 provides a “Good” value for money, according to MHCLG Appraisal Guide. 
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5. FINANCIAL CASE  

 
5.1. Introduction  

 
5.1.1. The financial case sets out the current cost of managing the centre, the capital costs, revenue 

projections and sources of funding. 

 
5.2. Current revenue costs 

 
5.2.1. The table below sets out the pre-Covid trading position in 2019/20 which had been a stable trading 

position prior to the pandemic. Revenue is in the region of £873k, with costs at just under £1.6m, 
leading to the deficit position of £720k per annum.  

 
Table 7 – Pre-Covid Trading Position in 2019/20 

Income 2019/2020 

Membership 385,431 

Casual fitness 17,680 

Casual swim 106,177 

Swim lessons 135,858 

Pool hire 103,097 

Spa  
Other 86,719 

Secondary 26,496 

Retail 11,127 

Total 872,584 

  
Salaries 798,598 

Utilities (inc biomass fuel) 166,752 

NNDR 94,248 

Insurance 4,865 

Lifecycle - 

Repairs & Maintenance 8,604 

Grounds Maintenance - 

Cleaning 15,791 

Equipment 16,357 

Other Supplies 33,407 

Advertising & Marketing 2,904 

Communications 20,417 

Other Administration 19,925 

Costs of Sales 9,441 

Capital Costs 402,162 

  
TOTAL EXPENDITURE 1,593,471 

Net trading cost (720,887) 

Usage       283,367  

 
5.2.2. As well as this on-going deficit position, a condition survey was last undertaken in 2018 which 

highlighted various works required over the next of 2-5 years along with some priority items. 
Following this a proposed maintenance plan was costed, which identified c£2.5m of lifecycle 
maintenance being required over the next 20years. This estimate is considered to be somewhat 
‘light’ where actual costs could be higher and is presently unfunded. Therefore, irrespective of the 
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Towns Fund opportunity, it is likely that the Council would have to incur significant capital investment 
in coming years, simply to retain the facility as is.  

 
5.2.3. A review of key financial indicators has shown that the centre can improve its performance once 

capital investment has been undertaken. The table below shows the GMLC KPIs compared to the 
Sport England National Benchmarking Service benchmarks for centres which are managed directly 
in-house and wet and dry centres of all management types. Most of the KPIs are below median, 
however, this is mostly linked to facilities which require investment to improve quality and reflective 
of how expensive the building is to manage given its age and lack of recent investment into plant 
and equipment. 

Table 8 – GMLC KPIs compared to SENBS Benchmarks 

  2019/20 SENBS - median   

    In house Wet / Dry Notes 

Fitness income per station 5,759 6,698 10,756 Latent demand exists, but quality and size of 
gym needs improvement Fitness member per station  23 26 33 

Swimming income per m2 492 776 1,270 People are deterred by the quality of the 
changing provision and the fact there is no 
changing village in the centre makes it 
difficult for mixed gender families to swim 
easily 

Swimming lesson income 
per m2 226 332 603 

Salaries as % income 101% 77% 49% 

The centre is expensive to staff given the 
separation of the two pools and two reception 
areas. 

Cost recovery 52% 66% 110% 
Staffing, utilities, and capital costs, provide an 
overall expensive base. 

Utility cost per m2 45.31 30 30 

The building is expensive to heat, and 
investment is needed into utility saving 
measures. 

Subsidy per visit 2.54 1.17 -0.4 

The overall subsidy per visit is high, the 
Council aims to increase usage and reduce 
costs to improve this indicator. 

 

Colour coded compared to local authority delivery quartiles  
Bottom 3rd 2nd Top 

 
5.3. Impact of Covid-19 pandemic on usage and finance 

 
5.3.1. Since the centre has fully re-opened after the third lockdown in April 2021, due to the pandemic, the 

centre has seen strong return in swimming, casual, family sessions and particularly swimming 
lessons. Demand for lessons is back, if not higher than the pre-Covid position.  

 
5.3.2. However, a key group of people who are slow to return, as highlighted nationally, are older people 

of which there is a large catchment in Boston. There is concern that the habits gained during the last 
two years of reducing activity will be hard to break and therefore providing a new and refreshed offer 
at the GMLC is key to provide those residents who will benefit most from physical activity a 
significantly refurbished centre which is modern, welcoming, and better designed to give them the 
confidence to return. 

 
5.3.3. As of December 2021, income for 2021/22 was projected at 80% of 2019/20 levels, with the overall 

deficit position projected at £954k. 
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5.4. The financial outcome of this investment is to attract both old and new users back to the centre and 
improve the operating income and costs of the centre to positively impact the benchmarks above. 

  
5.5. Capital Costs    

 
5.5.2. The Capital costs are based on estimates provided by Project Managers and Cost Consultants, 

Thornton-Firkin. The detailed breakdown is contained in Appendix 7. 
 

Table 9 – Capital Costs 

Area Cost 

Site £20,325 

Demolitions and Alterations £207,105 

New Two-storey Extension £2,917,380 

Refurbishment Works to Leisure Pool/Spa £1,127,500 

Refurbishment Works to Training Pool £418,500 

External Works £722,750 

General £585,000 

Consequential Improvement Costs £599,856 

Adjustment for Allowable CI Costs -£465,250 

Surveys and Fees £672,379 

Contingency/Price & Design Risk £340,277 

Total Cost (excluding VAT) 
 
£7,145,822  

 
5.5.3. The high level estimate includes for a 5% contingency, includes professional fees and does not 

include for fit out/equipment costs. In addition, the Council considers that given the volatile market 
and rising construction costs a higher overall contingency should be attributed. Therefore, the 
Council has worked on the basis that an overall 20% contingency of the overall project cost is 
appropriate. The Council is also mindful of other costs such as VAT (and non-recovery). This has 
been factored into the Councils decision-making and separate reports in order to ensure that these 
risks are managed accordingly. 

 
5.5.4. The costs proposed are only high-level based on the present stage of scheme development. 

Therefore there is potential costs to be reduced through project refinement during detailed design 
(RIBA Stages 3-5) and during construction. Thus there is sufficient scope to manage this risk. Where 
any revised or tendered cost plan exceeds the approved cost budget, the following options will be 
considered: 

 

• value engineer the scheme / phasing of works;  

• utilise revenue savings or income generation opportunities to lever in further applicant 
funding (via reserves or prudential borrowing); and/ or; 

• seek additional applicant capital contribution. 
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5.6. Revenue Business Plan 
 

5.6.1. The revenue plan sets out total income and expenditure projected once the new developments have 
been completed, from ‘Year 1’. It is a revenue business plan that excludes any capital and fit out 
costs. 

 
5.6.2. It is assumed that the facilities will continue to be managed by the Council. However, the Council as 

part of the South and East Councils Partnership does have access to potential other operating 
models (eg Magna Vitae), as well as attracting other leisure providers, and this may be an option for 
the future – it is nether ruled in or out at this stage and thus the assumption is that the facility would 
continue to be operated by the Council. 
 

5.6.3. Year 1 is based on 2021/22 prices, increases for inflation have not been included within the 
projections at this stage.  

 
5.6.4. The business plan does not include the revenue impact whilst the developments are being 

undertaken, this will be developed as the phasing of the build is developed. 
 
5.6.5. Full income and expenditure assumptions are set out in Appendix 8.  

 
  



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  64 
 

 

 

Table 10 – Summary of Income and Expenditure Projections 

SUMMARY  2019/20 
YEAR 1 
(2024/25) YEAR 2 YEAR 3 YEAR 4 YEAR 5 

         

INCOME       
Health & Fitness Membership 385,431 334,532 434,743 453,841 459,615 463,153 

Health & Fitness Casual 17,680 18,229 18,229 18,229 18,229 18,229 
Health & Fitness Group 
Exercise  25,625 25,625 25,625 25,625 25,625 

Swimming - Casual 106,177 158,879 167,706 176,532 176,532 176,532 

Swimming - Lessons/Courses 135,858 172,463 194,021 215,579 215,579 215,579 

Swimming - Hire 103,097 101,940 101,940 101,940 101,940 101,940 

Secondary - Catering 26,496 71,216 83,753 86,427 87,004 87,357 

Secondary - Retail 11,127 11,869 13,959 14,404 14,501 14,560 

Other 3,031      
TOTAL INCOME 788,896 912,407 1,048,802 1,092,578 1,099,025 1,102,975 

       
EXPENDITURE       
Salaries 798,598 832,704 832,704 832,704 832,704 832,704 

Utilities (net of grants) 83,064 92,000 96,600 101,430 106,502 111,827 

NNDR 94,248 100,000 100,000 100,000 100,000 100,000 

Insurance 4,865 6,400 6,400 6,400 6,400 6,400 

Lifecycle        

Repairs & Maintenance 8,604 32,000 32,000 32,000 32,000 32,000 

Cleaning & Chemicals 15,791 18,000 18,000 18,000 18,000 18,000 

Equipment 16,357 20,000 20,000 20,000 20,000 20,000 

Other Supplies 33,407 26,843 31,199 32,777 32,971 33,089 

Advertising & Marketing 2,904 18,948 10,400 10,926 10,990 11,030 

Communications 20,417 17,895 20,800 21,852 21,981 22,060 

Other Administration 19,925 16,654 16,654 16,654 16,654 16,654 

Costs of Sales 9,441 41,543 48,856 50,416 50,752 50,958 

Depreciation  0 0 0 0 0 

Irrecoverable VAT  0 0 0 0 0 

Other       
TOTAL EXPENDITURE (ex 
capital costs) 1,107,621 1,222,986 1,233,612 1,243,158 1,248,953 1,254,721 

DEFICIT  (ex capital costs) -318,725 -328,232 -193,636 -150,580 -149,928 -151,746 

 
5.6.6. The comparable 2019/20 position is shown excluding capital costs to show a like for like 

comparison. As noted, income in 2021/22 is projected to be 80% of pre-Covid position, thus growth 
from the new developments builds up over the initial three years as customer are attracted back to 
a transformed centre. 

 
5.6.7. An improvement from the 2019/20 income and deficit position is projected, but more importantly, 

overall usage is projected to increase 23%, as more people access the pools and fitness areas. 
 
5.6.8. The revenue business plans will be reviewed at RIBA stage 4, when greater detail on finishes, 

fittings, buildings systems and utility loading / consumptions will be known following upgrades to 
M&E plant and equipment. 
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Table 11 – Usage projections 

USAGE   YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5 

Health & Fitness  167,885 205,034 215,730 218,038 219,453 

Swimming  116,979 129,977 129,977 129,977 129,977 

TOTAL   284,864 335,011 345,707 348,015 349,430 

 
5.7. Funding and Profile Sources 

 
5.7.1. The overall cost of £7.1m will be funded by the following sources: 

Table 12 – Funding and Profile Sources 

Source £ Use 

Towns Fund £2.4m Capital cost and project management fees 

Boston Borough Council  £4.7m Capital cost and project management fees 

Total  £7.1m  

 
5.7.2. Funding Profile 

Table 13 – Funding profiles 

  2022/23 2023/24 2024/25 Total  
Towns Fund          528,767   1,625,378       270,948     2,425,092  
BBC           633,723   3,414,623       672,386     4,720,731  
Total        1,162,489   5,040,000       943,333     7,145,823  

 
5.8. Overall Affordability Assessment 
 
5.8.1. The council confirms that there is an allocation of capital funding for the project, and as there is an 

improved revenue position compared to current trading, the overall project is affordable. The 
Council will explore the most appropriate response to the capital cost investment, either through 
reserves or through borrowing. 

 
5.9. New Centre Benchmarks 

 

5.9.1. The existing performance of the centre compared to a mature year of the new developed centre 

are both compared to the median Sport England National benchmarks for local authority managed 

centres. The improved usage and income will improve most of the benchmarks as set out in the 

table below.  

Table 14 – Boston Leisure Project Benchmarks 

PERFORMANCE INDICATOR 
based on SENBS 

SENBS GLMC 
New Centre 

YEAR 5 In-house 
Median 

2019/20 

Surplus per visit -£1.17 -£2.54 -£0.67 

% Cost Recovery 66% 52% 88% 

Income per visit £2.72 £2.78 £3.16 

Secondary income per visit £0.09   £0.29 

Staffing costs as a % of income 77% 101% 75% 

Expenditure per visit £3.05 £5.33 £3.53 

R&M per m2 £14.00   £8.00 

Utility Costs per m2 £30.00 £45.00 £28.00 
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PERFORMANCE INDICATOR 
based on SENBS 

SENBS GLMC 
New Centre 

YEAR 5 In-house 
Median 

2019/20 

Health & Fitness income per 
station 

£6,698 £5,759 £6,017 

Swimming income per m2 £776 £492 £790 

 
5.10. Financial Risks 
 
5.10.1. The key financial risks identified, with mitigations are set out in the table below: 

 
Table 15 – Financial Risks 

Financial Risk 
Category 

Risk Mitigation 

Capital cost Capital cost inflation – current market 
conditions and shortages of supplies are 
leading to significant increases in 
construction costs. (See context in 5.8.2 
below) 

Current known construction cost inflation 
included. 
 
Larger than standard projection 
contingency included. 
 
(See further comments in 5.8.6 below) 

Capital cost Refurbishment of the building leads to 
latent defects being realised.  

Surveys undertaken of areas being 
demolished and M&E surveys to be 
commissioned. 

Revenue  Delay in the build programme impact 
usage and income at the centre. 

LADS included within construction 
contract; external project management 
support commissioned. 

Revenue Unrealised income projections once the 
developments are complete. 

Business plans completed by independent 
leisure consultant, benchmarked and 
includes sensitivity analysis. 

 

 

5.10.2. In March 2022, the wider economy and the construction sector specifically is experiencing high 
levels of volatility in sector costs. These have been caused and continue to be affected by several 
factors. 
  

5.10.3. In mid-2021, the impact of wider economic issues, Brexit and the Covid-19 pandemic led to an 
unprecedented surge in the cost of raw materials, a shortage of resources, labour and materials and 
a reduction in the number of construction sector companies either willing to bid for construction works 
or able to remain in business. All these factors caused construction sector costs to increase 
massively in this period – overall costs rose by anywhere between 10% and 20% on the previous 
quarter. In addition to e.g. steel/metal price rises of up to 40%, sector levels of uncertainty & potential 
future risk were such that construction related costs rose dramatically due to companies being 
unable to take commercial decisions on future risk issues. 

 
5.10.4. Since that peak mid 2021 period, construction sector costs have reduced globally but are not yet 

at the level they were at prior to the surge. It remains likely that they may not return to pre-surge 
levels.  

 
5.10.5. It is very difficult to accurately assess what costs will do in terms of settling down, remaining at the 

current increased levels, or even rising again in the next 12 months. The current trend seems to be 
that sector costs continue to remain at a high level and certain works remain very volatile in terms of 
exposure to continued price rises (e.g. steelwork, metalwork generally, anything sourced from EU 



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  67 
 

 

 

suppliers etc). It is probably wise to assume that sector level costs will remain volatile and will remain 
at a +10% to +15% level for at least the next 12 months. 

 
5.10.6. Potential cost increases can be managed to a certain extent by adopting the following:  

 

• Allowance within construction sector project budgets of suitable contingency funds specifically 

to cover possible future cost increases. Such contingency funds could be at 10% of overall 

project cost. 

• Regular monitoring of the construction sector and how it is behaving in terms of willingness to 

bid on competitively tendered schemes, levels of tendering, cost of volatile materials and 

labour and the like. This can be assisted by regular dialogue with construction providers.  

• Limiting specification of works which are known to be cost volatile wherever possible. 

• Ensuring that a construction project is de-risked as far as possible in advance of tendering.   

• Pre-ordering and stockpiling of materials/resources in advance when costs are at more 

reasonable levels.   

• Consideration of measures that can be incorporated which share risks or remove those risks 

which cause tenderers either not to tender or to include large risk sums in tender bids. 
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6. COMMERCIAL CASE 

 
6.1. Introduction  

 
6.1.1. The commercial case sets out the commercial viability of the investment and sets out the commercial 

objectives, constraints, and procurement strategy. 

 
6.2. Commercial Deliverability  

 
6.2.1. Within the strategic and financial business cases the following information has been set out which 

demonstrated the commercial viability of this investment.  
 

6.2.2. This has included: 
 

• Catchment analysis of demographics and supply of facilities within the catchment area (paras 
3.16 – 3.20, 3.22). 

• Review of current performance of the centre compared to Sport England benchmarks to 
identify area of future potential (para 5.2). 

• Commercial latent demand for fitness membership assessment (para 3.21). 

• Full income and expenditure analysis for the first five-years of operations (para 5.5 and 
Appendix 8). 

• Consideration of Swim England’s review of the pool programme and opportunities for growth 
July 2021. 

• Mature-year financial indicator benchmarking (Appendix 8). 

• Sensitivity analysis of increases / decreases in income and expenditure and impact on the 
net deficit position (Appendix 8). 

 
6.2.3. The revenue projections have been reviewed by the Council’s Executive Board and Towns Fund 

Board. 

 
6.3. Procurement Strategy  
 
6.3.1. The Council is developing its procurement strategy to deliver the Boston Leisure Project in line with 

its Procurement Procedure Rules. It will assess the value for money options of using a Framework 
(for example ESPO) or undertaking a competitive tender. 

 
6.3.2. Consideration will be given to a joint procurement with the Mayflower. The competitive tender would 

include both projects as separate Lots, with companies invited to tender for either of both Lots, setting 
out the benefits, (financial and wider) if delivering both projects. 

 
6.3.3. Construction companies will need to demonstrate expertise of leisure centre refurbishments, 

specialist swimming pool plant and M&E experience.  
 
6.3.4. The design team will need to demonstrate an understanding of the customer journey from site arrival, 

through the entrance, to changing and facility areas. This will include equality of access for all people, 
including people with disabilities, dementia, young children, those who have English as a second 
language and people with learning difficulties. 

 
6.3.5. A full understanding of the impact of Covid-19 on leisure centre design is crucial, together with 

understanding new ways of operating leisure centres (for example concierges and cashless 
payments).  
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6.3.6. As part of the supplier evaluation framework, social value criteria including number of apprentices, 
use of local trades and suppliers and sustainable sourcing will be included. 

 

6.3.7. It is expected that the procurement of the main construction company will be commence June 2022, 
and be completed by November 2022. 

 

6.3.8. The new Leisure Project has two distinct sections – a large extension with minimal impact on the 
two existing swimming pool areas, and two areas of existing swimming pool which will receive 
some level of refurbishment. 

 
6.3.9. It is not critical that the contractor who constructs the new extension has a proven track record of 

refurbishing complex swimming pool facilities as the new extension is, in many ways, almost ‘stand-
alone’ from the pool facilities. The extension element of the works has relatively small involvement 
with the complex nature of the pool services, equipment, and controlled environments and, as such, 
a track record in those areas is not completely essential. That said, however, experience of such 
environments wouldn’t be completely irrelevant or non-advantageous. The contractor for this 
element of the works would need a proven track record in the following however:  

 

• Ensuring health & safety of all building users 

• Construction works on an existing operational site 

• Construction works adjacent to existing operational buildings 

• Construction works near young persons 

• Construction works involving demolition & asbestos 

• Managing existing services installations & ensuring continuity of life & business operation 
systems 

 

6.3.10. It would be extremely advantageous that the contractor who carries out any refurbishment or 
services replacement works within the existing swimming pool areas has a track record in working 
in this type of space. Experience in acoustics, in specialist pool heating & ventilation systems, in 
specialist pool filtration system works and in working in chlorine environments would be critical. In 
addition, the contractor would also need a proven track record in the elements listed above for the 
extension contractor. 

 

6.3.11. It would be essential for specialist contractors to be appointed for the following elements of the 
project:  
 

• Swimming pool acoustic works 

• Swimming pool specialist heating and ventilation system works 

• Swimming pool specialist filtration and operation system works 

• Café specialists 

• Kitchen specialists 
 

6.4. Wider Considerations  
 

6.4.1. The project team will explore additional linked opportunities to maximise the delivery of the Boston 
Leisure Project with the Mayflower including: 

 

• Shared campus area with college (social and catering area). 

• Joint procurement and client management. 

• Active design from the town centre the Education and Leisure Campus with an active ‘piazza’. 

• Priority will be given to the flow to pedestrians and cycles over vehicles.  

• Using technologies within the centre to minimise carbon and to introduce other measures to 
reduce the overall carbon footprint of the leisure centre.  



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  70 
 

 

 

• An active travel strategy will be developed to encourage and incentivise users to access the 
centre by foot, public transport, or cycle. 
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7. MANAGEMENT CASE  

 
7.1. Introduction 
 

7.1.1. The Management Case assesses the deliverability of the investment, identifying timescales and 
project responsibilities.  

 

7.2. Project Organisation and governance 
 

7.2.1. From 1st October 2021, capacity and resilience to implement all elements of the Towns Fund 
process has been strengthened following the establishment of the South and East Lincolnshire 
Council Partnership. This brings together collective management resources and shared workforce 
structures across Boston Borough Council, East Lindsey District Council and South Holland District 
Council to deliver the Investment Plan projects and priorities, as part of the Partnership’s strategic 
ambition to make a real and tangible difference to the outcomes for local communities and local 
places. 

 
Figure 25 – South & East Lincolnshire Council Partnership: Shared Workforce Structure 
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Fund work programme since the autumn of 2019, supporting the Town Deal Boards, building a 
robust relationship with DLUHC and the externally led projects. The Growth Team has subsequently 
led the development of the Town Investment Plans with the respective Town Deal Boards, which 
enabled the Heads of Terms to be agreed with Government. The team has also been developing 
and supporting the business case completions to facilitate the funding to be released. A ‘Local 
Assurance Framework’ has been agreed by the Town Deal Boards, submitted to DLUHC and is 
facilitating the process for business case approvals. There are six additional officer roles within the 
Economic Growth Team providing dedicated support for the development and delivery of the Boston 
Towns Fund Investment Plans offering a range of administrative, financial and project/contract 
management skills. The primary areas of work of the Growth Team relating to the Towns Fund for 
Boston are: 

 
1. Direct reporting to, and promotion of the relationship with, HM Government via the 

Department for Levelling Up, Housing and Communities (DLUHC); 

2. Servicing the Boston Town Deal Board; 

3. Supporting the local authority role as the accountable body; 

4. Enabling the full business case submissions for all projects and identifying key risks; 

5. Working with all project leads to transition from business case development to project 
delivery and promotion. 

 
 

7.2.3. From an early stage, the Council has sought to draw on access to available specialists and internal 

expertise, to support the development of all projects. Where internal capacity has not been available, 

external support has been secured. 

 

7.2.4. In this case, Mike Gildersleeves - Assistant Director - (Planning & Strategic Infrastructure) has 

been involved to drive the project forward in collaboration with Boston College and understand 

challenges around Planning, place-shaping and also land-use (such as working with LCC Highways). 

Phil Perry - Assistant Director - (Leisure & Culture) is the nominated project lead, and brings his 

knowledge of the existing facility, as well as access to the existing centre manager – Dave Horry – 

to support the design team. 

 

7.2.5. In terms of the RIBA Plan of Work 2020 Overview (overleaf), the Economic Growth Team will lead 

the commissioning of agreed work steps for Council-led schemes up to the completion of RIBA Stage 

4. From RIBA Stage 5 onwards, delivery and contract management responsibility will be led by the 

Programme Delivery Directorate. RIBA Stage 7 (building use, operation and management) will be 

subject to final confirmation and approval of the Council’s ongoing operational model, post 

completion and handover from the main contractor for all or individual elements. 
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Figure 26 – RIBA Plan of Work 2020 Overview 
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7.2.6. The delivery of a programme of strategic capital projects will be led by Adrian Sibley - Deputy Chief 
Executive (Programme Delivery) and Senior Information Risk Officer (SIRO). Once full planning 
consent and the agreed match funding is released to commission the agreed works, Adrian’s 
directorate will be responsible for implementing the Council-led capital projects within the Town 
Investment Plans for Boston, whilst the Economic Growth team will continue to work with externally 
led projects, support the Town Deal boards and maintain the relationship with HM Government. 

 
7.2.7. The primary areas of work of the Programme Delivery Team relating to the Boston Towns Fund are: 

 

• Appointment of main construction contractor 

• Assignment of project manager/team (client side) for each capital project 

• Contract and project management (including risk management and approval of contract 
exemptions) 

• Project governance and financial assurance  

• Monitoring, recording and reporting of all physical outputs 

 
7.2.8. Each project within the Town Investment Plan for Boston has also been assigned an Assistant 

Director lead from the Corporate Management Team. The main role of the Assistant Director lead in 
this context is to provide robust oversight and assurance on the following areas across all stages of 
the concept design, delivery, and project closure. This is Phil (as identified earlier) supported by Mike 
where appropriate. 
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Figure 27 – Delivery Framework 

 
7.2.9. The Council is the accountable body for the Towns Fund. In addition, as this is a Council project, 

there is a necessity for regular involvement of Members via the Cabinet and Full Council. 
 

7.2.10. Additional governance and assurance of approved financial resources will be provided by Christine 
Marshall in her role as Deputy Chief Executive (Corporate Development) and Section 151 Officer 
Directorate. This will ensure oversight and monitoring of all key delivery arrangements for each 
scheme at a senior level of decision-making responsibility within the organisation and ensure that 
plans are in place to deliver all milestones or implement any actions necessary to address any 
slippage and to minimise or mitigate against identified risks. 

 
7.2.11. The structure of internal Council meetings responsible for monitoring Towns Fund delivery is set 

out below. 
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Figure 28 – Structure of Internal Council Meetings 

 
 
7.2.12. Progress and approval of key decisions will also be monitored and authorised (where required) via: 

 

• Monthly Portfolio Holder meetings (financial decisions up to £50K) 

• Executive Board (financial decisions up to £300K) 

• Full Council (financial decision over £300K) 

 

7.2.13. Governance arrangements for the Towns Fund programme and projects will follow the Council’s 
established policy procedures for use of public funds, as outlined in detail within the Council’s 
constitution. This will ensure robust compliance with all relevant guidance and legislation, including 
the Council’s adopted financial and contract procedures and audit, governance, scrutiny and 
overview structures. Delivery progress will continue to be reported to the Council’s Senior 
Leadership Team via the Council’s established monthly Key Performance Indicators and Project 
Management systems. 

 

  

Weekly Towns Fund Team meetings 

(held on Wednesday mornings)

Project leads will be invited to the 
weekly team meetings on a monthly 

basis

Monthly governance meetings are held 
with the Chair/Vice Chair of the 

Connected Coast Board and senior 
officers and the Board's Councillor 

representative

Town Deal Board sub-groups and 
board meetings (following the 

approved Local Assurance Framework)

Economic Growth and Delivery Team 
meetings (held fortnightly), joined 
monthly by the Section 151 Officer

Quarterly Council Performance 
Reporting
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7.2.14. In addition, the Boston Town Deal Board will provide strategic insight on the direction on the 
delivery of the Town Investment Plan by: 

 

• Championing the Boston Town Deal Board economic vision and promote bold, deliverable 

interventions that will generate maximum economic and social benefits for Boston; 

• Using professional expertise and local knowledge to guide future decision making and 

governance to best deliver value for money across the full suite of Town Deal projects; 

• Coordinate with investment in Boston and the surrounding area, both current and proposed, 

to optimise the overall benefits to both towns; 

• Ensuring that the delivery of the Town Deal Vision brings benefits which are fairly balanced 

across all social groups and demographics; 

• Communicating with the business community and residents around economic growth and 

delivery of the interventions; 

• Sharing knowledge, practice and intelligence within the Boston Town Deal Board area and 

beyond, both regionally and nationally; 

• Being responsible for positive communications of both the Boston Town Deal Board and Town 

Deal Projects; 

• Being active ambassadors for Boston to help realise their longer-term development and 

prosperity. 

 
7.2.15. The Board Shall: 

 

• Develop and oversee the delivery of the Boston Town Deal; 

• Co-ordinate public, private and third sector activity to develop and deliver the interventions in 

using the framework of the Towns Fund Prospectus, Towns Fund Guidance and any further 

guidance that may be issued; 

• Have regard to the three strands of the Prospectus and develop the interventions and 

maximise the impact of those interventions (Urban Regeneration, planning and land use; Skills 

and Enterprise; Connectivity); 

• Support the delivery of the Town Deal Projects by attending Board meetings, subgroup 

meetings and participating in other working arrangements as agreed, and reflecting the agreed 

view of the Board in discussions with partners and stakeholders. 

 

7.2.16. The Board’s Relationship with Boston Borough Council 

 

• The Board is responsible for developing and agreeing a clear programme of interventions and 

coordinating resources and including stakeholders. 

• Boston Borough Council remains the accountable body for all monies received through 

capacity funding and any other funding that will be allocated throughout the Town Fund. 

• Boston Borough Council will be represented on the Board by various Councillors and Council 

Officials, with the Leader of the Council providing the formal link between the two bodies.  

• The Board may from time to time attend both formal and informal Cabinet of Boston Borough 

Council and attend as required meetings of Boston Borough Council‘s Scrutiny Committee to 

provide updates and information pertaining to the development of the Town Investment Plan, 

programme of interventions and stakeholder engagement. 

• Boston Borough Council’s Cabinet will receive reports on the progress of activities through its 

established performance monitoring. 
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7.3. Programme – RIBA stages 

 
7.3.1. Summary of structure of programme and principal stages and workstreams 
 
7.3.2. Provided below is a summary of the pre-construction programme to progress the project through to 

start on site in February 2023, in accordance with the RIBA workplan. 
 

7.4. Summary of key milestones 
 
7.4.1. The table below sets out the key milestones, an excel version of the plan in APPENDIX 9 – FBC 

Programme 
 
Table 16 – Key Milestones 

 
 

  



Boston Borough Council – Boston Leisure Project Business Case – March 2022 
 

 

  79 
 

 

 

7.5. Issues and Risk Management  
 
7.5.1. The list below provides a headline summary of the main project specific issues and risks. In addition, 

the project team will maintain and manage a programme risk register.  
 

Table 17 Issues and Risk Management 

Issues and Risk  Likelihood Impact Mitigating Actions/Actions Required 

Issues    

Potential for loss of 
local provision 
during construction 
phase 

- Low 

The proposal is to phase the construction works connected to the 
Leisure Project so that the existing swimming pool facilities are 
out of action and unavailable to the public. for as short a time as 
possible. 
 

Risks    

Lack of cost 
certainty or available 
funds to meet final 
design specification 

Medium 
Very 
High 

The cost envelop is known to the design team, who have a 
clear remit to work inside this. The construction industry is 
experiencing high levels of inflation with an associated impact 
on the available supply of labour and materials, although early 
signs are that this is beginning to reduce. Please see 5.8 – 
financial risks. 
 
The project team is regularly reviewing cost implications on the 
scheme and will continue to adapt the final design for client 
approval to meet available cost envelopes where possible and 
appropriate. If necessary, alternative funding sources will be 
required to meet the deficit in any funds and the delivery of the 
scheme may require subsequent phasing to deliver all 
elements.  

Towns Fund grant 
not formally 
approved or 
released 

Low 
Very 
High 

If the Stage 2 Business Case is not approved by HM Treasury, 
the Council will need to revert to proposals to enhance the 
existing sports facility and provision using the confirmed match 
funding only. This would reduce the capital budget by 34% to 
just £4.7million resulting in an obvious and significant reduction 
in the scope of facilities which could be provided or the ability of 
local partners to deliver the intended Towns Fund Investment 
Plan objectives around increased health and active lifestyles. 
Whilst alternative sports provision funding may become 
accessible in the future to bid for on a competitive basis, this is 
considered unlikely to be at the same level as the Heads of 
Terms offer for Boston and would result in further significant 
delay to secure. 

 
Reputational 
challenge through 
delayed delivery on 
site 
 
 

Medium Low 

The project will deliver on a longstanding community aspiration 
to deliver transformed leisure facilities for the local community. 
At the same time, the level of demand and need for new 
facilities and interventions to enable an increase in active 
lifestyles to tackle underlying deprivation issues is both 
unparalleled and unprecedented. Any delay to the intended 
completion date will be managed through a clear and proactive 
communications plan so that local communities are fully 
engaged in understanding the key milestones, progress 
throughout the delivery phase and when the new services will 
be fully accessible. 
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Issues and Risk  Likelihood Impact Mitigating Actions/Actions Required 

Procurement delays 
or lack of 
suppliers/contractors 
to complete the 
works 

High High 

The team is developing the procurement strategy to be ad time 
efficient as possible (to ensure stable capital costs), whilst 
ensuring value for money and economies of scale with the 
Mayflower project. As such the ability to commission a lead 
contractor team is considered as low risk. Increased delays and 
costs may be experienced in the supply chain - i.e. securing all 
necessary quotes to complete individual elements of the design 
and construction programme. This will be mitigated by early 
engagement with potential sub-contractors during the detailed 
design phase.  

Internal 
capacity/resilience 
to manage Towns 
Fund programme 
delivery 

Moderate High 

The Programme Delivery team may have limited capacity to 
manage a number of large capital projects within an overall 
programme where the associated timelines and milestones 
merge to create resource pressures at specific points, given the 
scale of works and potential complexities of the NEC4 
contracting process. Where necessary, external resources will 
be procured to support the Council in their client-side project 
management responsibilities. The Council will also make use of 
local procurement framework managers to provide advice on 
risk and dispute resolution with the main contractor if the need 
arises. The new Council partnership also has access to a 
sperate programme office function to help plan and forecast 
requirements appropriately during the delivery phase. 

Revenue 
sustainability - lack 
of income generated 
to sustain facilities  

Moderate High 

The delivery of the capital scheme has been designed to be 
sufficiently flexible to accommodate a range of future uses 
throughout the year. Detailed modelling of income and 
expenditure has already been undertaken with in-built 
sensitivity analysis and analysis of competing facilities within 
the local catchment. Once established, there may be additional 
private sector interest in taking on franchise elements of the 
scheme through leasehold terms to be negotiated in line with 
the Towns Fund Investment Plan objectives for the 
development (e.g. catering). This will be subject to further 
market testing and Council approval to maximise use of the 
facilities for the benefit of the target audiences and local 
communities and spread the financial risk of operating all 
services direct. There is also scope to consider blending future 
income streams across linked Council/partner investments to 
offset the level of individual subsidy required in operating 
individual facilities or isolated activities. 

 

 
7.6. Construction risk register 
 
7.6.1. The main contractor will maintain the risk register in relation to main construction risks. 

 
7.6.2. The following are the key Heads of Risk connected with the Leisure Project:  

  

• Health & safety of customers using the facility 

• Health & safety of client staff using the facility 

• Risk of injury to/death of building user from adjacent construction works 

• Risk of injury to/death of contractor operative during construction works 

• Risk to health of customers/staff from exposure to possible asbestos 

• Risk to health of contractor operatives from exposure to possible asbestos 

• Failure to secure planning consent for the project 
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• Delay to planning process 

• Failure to secure building regulation approval for the project 

• Failure to secure funding for the project 

• Failure to comply with legal obligations of CDM Regulations 

• Project over spend 

• Failure to meet external funding expenditure deadlines 

• Delay to completion – funding loss 

• Delay to completion – non availability of facility 

• Unacceptable periods of downtime for existing pool & recreation facilities 

• Loss of building operation caused by construction works 

• Loss of fire safety systems/escape caused by construction works 

• Unknown issues relating to existing site and existing building (unknown services, below 
ground issues, survey issues) 

• Construction sector increased costs  

• Non-availability of resources, labour, and materials 

• Non-availability of suitable construction companies willing to tender the works 

• Appointment of competent & suitable project design team & other consultants 

• Failure of design team & other consultants (performance or insolvency)  

• Appointment of competent & suitable contractors/specialist contractors 

• Failure of contractors/specialist contractors (performance/insolvency) 

• Impact of Potential Pandemic 

• Change 
 

7.7. Project management 
 

7.7.1. The construction phase will be managed utilising the NEC 4 contract. It is expected that the Option 
A contract will be used on this project. 

 
7.7.2. A Project Execution Plan (PEP) will be prepared by the main contractor in consultation with the client 

and the Project team for all of the remaining commissioned RIBA Stages. The PEP will define all 
procedural matters relating to the design, procurement and construction of the project and describe 
the general procedures to be adopted by the client and the team for the project. It will be regularly 
updated by each relevant team members at key stages in the project. In addition to the detailed 
construction programme and cost plan, the PEP will also include: 

 

• Site Logistics Plan - to cover the sequencing, movement and management of all construction 
resources – including plant, staff and materials. 

• Risk and Opportunity Register – with a probability of and cost estimate for each item. 

• Early Warning / Change Control Protocol - to provide clients with early notice of any potential 
issues. This provides a proactive opportunity to mitigate or entirely eliminate issues that may 
arise before they cause time or cost implications. 

• Project Quality Plan – to highlight all stages throughout the project for each trade or item of 
work where inspections of that work are required. The plan will be tailored to suit specific 
project requirements and will link in with the specification and other works information. 

• Social Value Action Plan - to set targets on the scheme to assist in delivering an overall 20% 
added social value. 
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7.7.3. Key Roles 

 

• The main contractor will allocate a Contracts Manager to the project who will manage the 
construction project throughout its whole duration. 

• The Principal Designer role will be carried out by the main contractor on a Design and Build 
basis. 

• The Site Manager will be appointed by the main contractor to the scheme at a point closer to 
the proposed start date. The site manager will have day to day responsibility for inspecting the 
works to ensure a high level of quality is maintained throughout the project. They will inform 
the client team of when there are appropriate points throughout the project for their inspection. 

• The Council will allocate a Project Manager to the project who will manage the client-side 
input and requirements throughout its whole duration. Under the NEC4 contract the Project 
Manager is the only person who has the responsibility for issuing instructions to the contractor. 

 

7.7.4. Authorisation of payments will be in accordance with the Council’s Constitution, including the 
Financial Procedure Rules contained within the Council’s Constitution. This requires all payments in 
excess of £100,000 to be authorised by the Chief Executive, the Assistant Director responsible for 
the project budget and the Council’s Section 151 Officer. All invoices will be accompanied by an 
approved certificate of works for the invoice period which will be verified by the Council’s Project 
Manager. All of the Council's finances shall be regulated, co-ordinated and controlled by the 
Executive Board of the Council, subject to ratification by the Council where appropriate. Information 
management will follow the adopted Council policies. 
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7.8. Stakeholder engagement 
 

7.8.1. The table below identifies a list of key audiences who will have an interest in the project and how their engagement, interest and influence will be 
managed throughout the scheme, in addition to general publicity and PR arrangements delivered on the project. 
 

Table 18 – Key Audiences 

Who is your audience? Why is information necessary? What information is needed? How will information be 
shared? 

When is information needed? 

Funding and Delivery 
partners 
- HM Government 
- Boston Borough Council 
- Boston Town Deal Board 

To provide local assurance and 
governance on project delivery. To 
monitor and approve agreed 
expenditure and activity in line with 
contractual and adopted 
procedures. To enable Ward/Board 
Members to be ambassadors for the 
project by being aware of the latest 
project developments and delivery 
progress. 

Full Business Case (Stage 2) 
Funding Heads of Terms  
Council/Board approvals 
Payment Certificates/Invoices 
Site Photography 
Evidence of outputs 
Financial monitoring 
 

Progress updates via Email 
BBC/Towns Fund Board Reports 
Site ceremonies (sod turning, 
topping out, openings) 
Ministerial visits 
Portfolio Updates 
Audit reports 
 

Monthly and when critical 
decision points/key milestones 
occur. 

     

Local Residents and 
Businesses 

To keep local communities aware, 
informed and interested in delivery 
of main works and to maintain 
support for new facilities. To be 
aware of new business opportunities 
to generate increased footfall 
locally. 

Updates on construction 
timeline. Impact on current use 
and when individual elements 
are likely to be completed and 
available for use. 
 

Bespoke communications plan to 
include Site Boards, regular press 
releases, community newsletters, 
websites and use of different 
social media platforms. 
https://www.bostontowndeal.co.uk 
 

Monthly and when critical 
decision points/key milestones 
occur. 

     

Boston College To align with the development of the 
Mayflower. 
The main critical factor will be 
whether the projects are jointly 
procured, and client managed. 
 
 
 
 

Design information, shared 
space planning, construction 
timetables, impact on the local 
site. 

Via direct correspondence and 
design team/site meetings. 

At critical decision points, to be 
identified in the detailed GANTT 
chart as part of RIBA stage 4 
commission. 

https://www.bostontowndeal.co.uk/
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Main and Sub 
Contractors 

To deliver main construction works 
in accordance with TIP objectives 
and outcomes and all relevant 
legislation. To monitor, track, direct 
and promote on-site delivery and 
mitigate all construction risks 
appropriately. 

{ESPO} Framework; 
NEC4 Contract; 
Early Warning Notices; 
Minutes of project meetings; 
Evidence of physical delivery; 
Site logistics plan; 
Health and Safety plan; 
On site signage. 

Via direct correspondence and 
design team/site meetings. 

At critical decision points, to be 
identified in the detailed GANTT 
chart as part of RIBA stage 4 
commission. 

     

GMLC users To engage with users to determine 
the final plans / designs of the 
centre, to ensure residents needs 
are met and test the customer 
journey from site entrance to facility 
area. 
For users to influence future 
programming of facility areas. 
To update users of impact on current 
facilities during the construction 
phase and provide alternative 
options. 

Evidence for current facility mix 
Designs 
Programmes 
Constructions timetables and 
impact on facility areas 

Bespoke communications plan to 
include Site Boards, regular email 
updates, information on centre 
website, community newsletters, 
and use of different social media 
platforms. 
 

Monthly and when critical 
decision points/key milestones 
occur. 

     

Town Council and local 
Ward Councillors 
(BBC/LCC) 

To ensure lead community 
representatives are kept informed of 
key progress and able to feedback 
local intelligence/knowledge and 
address queries raised by local 
residents, businesses and other 
volunteer groups. Linked to 
opportunities to engage wider 
support towards delivery of 
associated activities to boost footfall 
and interest in the new facilities. 
 
 
 

Ward Member protocol (BCC) 
Updates on construction 
timeline and delivery progress. 
Briefing notes on delivery of 
key milestones and critical 
decision points. 
 

Briefing Notes 
Local meeting attendance, 
correspondence and feedback 
Ward Member/Portfolio updates 
Members Point Brief 
BCC/Towns Fund Board reports 

Monthly and when critical 
decision points/key milestones 
occur. 
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Audience Appreciation Table: The Boston Leisure Project (source: www.listenheartogether.com)   

 

 

     

Local schools, 
community groups, 
volunteers 

To engage local residents and 
community/voluntary 
representatives in the build 
programme. To facilitate 
engagement activities to learn more 
about the project design and 
delivery. 
To help shape the activities 
delivered in the pool and fitness 
areas. 

Site visits 
Bespoke competitions 
Interactive displays and 
technologies 

Bespoke correspondence 
Community engagement events 
Social Media 
Website Updates 
Community Newsletters 
Representation to local meetings 
 

Monthly and when critical 
decision points/key milestones 
occur. 

     

http://www.listenheartogether.com/
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7.9. The Boston Town Deal website will publish all Board papers (except where confidential 
information prevents this). The Council will also maintain a dedicated webpage on the Council’s 
website to provide project updates on the scheme. This will be complemented by additional 
press releases and social media feeds. Where appropriate, additional PR support may be 
procured by the Council to promote the Towns Fund investment on behalf of all lead partners 
on a time limited basis. On site storyboards will be installed to provide additional information on 
the scheme and direct users to the webpage for more information. All Executive Board and Full 
Council reports monitoring delivery of the Towns Fund will also be published and available via 
the Council’s website. The Council’s Accessibility Statement ensures that any information 
published online can be requested in an alternative format via the Council’s communication 
team. 
 

7.10. The Towns Fund is supported by a communications specialist who co-ordinates all comms and 
delivers planned updates across all communication platforms.   
 

 
7.11. Benefits, Monitoring and Evaluation 
 
7.11.1. The Economic Growth Team will monitor outputs and outcomes in accordance with the 

Programme Monitoring and Evaluation Plan for the Boston Town Investment Plan. The Council’s 
Economic Growth Team will also maintain a benefits register of other outputs and outcomes 
realised through the investment, which are not currently captured within the following tables. 

 

Table 19 – Outputs 

Outputs 2022/23 2023/24 2024/25 Mature Year 
Estimate 

(per annum) 

Public Sector Investment leveraged (£) 1.2 5 1  

Participation numbers in health, sports and leisure   baseline 349,000 

New, upgraded or protected community centres, sports 

or athletics facilities, museums, arts venues, theatres, 

libraries, film facilities, prominent landmarks or historical 

buildings, parks or gardens 

  1 - 

Derelict site redeveloped   1 - 

Jobs protected   baseline 23 FTE 

Adult fitness memberships   baseline 1,800 

Local fitness/exercise referrals   baseline 100 

Children accessing swimming lessons (outside school 
provision) 

  baseline 900 

Number of new learners assisted per annum   baseline 400 

Number of CIMPSA accredited CPD undertaken   baseline 50 

Number of CIMSPA members in Boston     baseline 10 

• Jobs safeguarded relate to the current staff employed at the GMLC; 

• Learner outcomes – based on work experience, apprenticeships as well as those attending 
courses: lifeguarding, first aid, swim teaching and undertaking Chartered Institute for the 
Management of Sport and Physical Activity accredited courses (CIMSPA 
https://www.cimspa.co.uk) 

 

 

 

 

 

 

https://www.cimspa.co.uk/
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7.11.2. In line with the Social Value Act (2012), the main contractor will also measure the Social Value 
created by the project. During the current RIBA Stage 4 commission, the District Council will 
work with the contracts manager to establish a list of social value target and objectives for the 
main construction programme, including: 

 

• Apprentices 

• New Jobs 

• Safeguarded Jobs 

• Workforce Productivity 

• Work Placements 

• Benefit to Local Economies (LM3) 

 

7.12. Monitoring and Evaluation Plan Indicators 

 
7.12.1. The project will use a detailed Monitoring and Evaluation (M&E) evaluation framework to track 

progress with deliver.  This will include monitoring: 

 
• Tangible and core quantifiable deliverables e.g. new floorspace created in the Boston Leisure 

Project; 

• Core outputs which can be accessed via user data capture and qualitative, and ‘net promoter 
score’ surveys; 

• By accessing wider socio-economic statistics collective in the area e.g. NHS health and 
physical activity rates for adults and young people; 

• Assessment of number of CPD courses undertaken, work placements and apprenticeships; 

• More qualitative research amongst the community, including annual Place Survey. 
 

7.12.2. All physical outputs will be captured through contracting requirements under the construction 
phases and during services operation. This will include a requirement to monitor future jobs 
created. Provided overleaf is a summary of the main indicators which are targeted to be 
delivered via the new investment. 

 

 

 

 

 

 

 



Boston Borough Council – Boston Leisure Project Business Case – March 2022 

 

88 
 

 
Table 20 – Monitoring and Evaluation Plan 

INDICATORS 
Intervention 

theme 
Target Unit 

Is this 
from 
Annex 1 
of the 
M&E 
Guidance 

If ‘Yes' please confirm 
you agree to the 
indicator definition and 
evidence requirements 
as stated in Annex 1 of 
the M&E Guidance 

Responsible for 
collecting 

Frequency of 
reporting 

Please confirm 
you are 
confident in 
collecting data 
for this 
indicator 

Please confirm you 
are able to collect 
the baseline 
evidence as set out 
in Annex 1, if 
required 

£ spent directly on project delivery (either local 
authority or implementation partners) 

N/A £6m £ - - Local Authority Annually Yes Yes 

£ co-funding spent on project delivery (private and 
public) 

N/A £6m £ - - Local Authority Annually Yes Yes 

£ co-funding committed (private and public) 
N/A £6m £ - - Local Authority Every 6 

months to 
Sept 2024 

Yes Yes 

# of temporary FT jobs supported during project 
implementation 

N/A tbc No - - Local Authority Every 6 
months to 
April 2024 

Yes Yes 

# of full-time equivalent (FTE) permanent jobs 
safeguarded through the projects 

N/A 23 No. - - Local Authority Every 6 
months 

Yes Yes 

New community space N/A 2000m2 m2 - - Local Authority Sept 2024 Yes Yes 

Remediated dilapidated site Urban 
Regeneration 

1 No. Yes Yes Local Authority Sept 2024 Yes Yes 

Positive perception of place by businesses and 
residents 

Urban 
Regeneration 

tbc % - - Local Authority Annually Yes Yes 

Participation numbers in health, sports and leisure N/A 349,000 No. - - Local Authority Annually Yes Yes 

Annual adult fitness membership subscriptions N/A 1,800 No. - - Local Authority Annually Yes Yes 

Adult exercise health/fitness referrals N/A 100 No. - - Local Authority Annually Yes Yes 

Children accessing swimming lessons (outside 
school provision) 

 900 No.   Local Authority Annually Yes Yes 

Number of new learners assisted per annum Skills 400 No.   Local Authority Annually Yes Yes 

Number of CIMPSA accredited CPD points 
undertaken 

Skills 50 No.   Local Authority Annually Yes Yes 

Number of CIMSPA members in Boston   Skills 10 No.   Local Authority Annually Yes Yes 

Wider cycling infrastructure facilities, such as 
cycle hire and parking 

N/A 1 No. - - Local Authority April 2024 Yes Yes 
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7.13. Equality and Diversity 

 

Equality and Diversity 
The Boston Towns Fund Programme needs to follow the Public Sector Equality Duty.  In this respect, please 
explain how your project will eliminate discrimination, advance quality of opportunity, and foster good 
relations between different people.  Further guidance can be found here:  
https://townsfund.org.uk/resources-collection/meeting-the-public-sector-equality-duty?rq=equalities 
Please also complete the Equality Impact Assessment at Appendix B  

Boston Town’s Investment Plan objective is to create an entrepreneurial, connected, healthy, inclusive, and 

aspirational community.  

 

This Boston Leisure Project aims to increase the accessibility if leisure provision for all people from Boston 

and the surrounding areas.  

 

The construction project will include the following actions: 

• Links to accessible routes by public transport, cycle, and foot to the Leisure Project from the Town 
Centre. 

• Disability impact assessments and diversity impact assessments carried out throughout design 
stages ensuring compliance with national standards and full inclusivity for all. 

• Remodelled changing village to increase opportunity of access by families and carers with children of 
the differing genders as well as specialist group changing for schools and groups 

• Inclusion of Changing Places and disabled changing facilities in the changing village. 

• Inclusion of a new lift to the fitness facilities on the first floor. 

• General changes to access, improvements for all abilities, and provision of dedicated parking and 
pick-up/drop-off. 

• Review of signage / interior design to make it easy for all people with physical and mental (including 
dementia) conditions find their way around the centre easily. It is planned for consultation workshops 
to be held with existing users and local experts to establish an accessibility panel, to develop design 
concepts for new areas to consider choice of floor specification, tactile signage, colour schemes, 
alternative height seating options etc. 

• Inclusion of IFI fitness equipment in the gym. 

 

The Boston Leisure Project once operational will: 

• Map all known users and engage with under-represented groups (in comparison to the catchment 
profile), to co-design and deliver suitable programmes of activity to suit their needs. This will be 
undertaken with other stakeholder partners including health, education, adult and children social care 
colleagues together with volunteering groups, community champions.  

• Programme specific activity and time in the swimming pool and gyms for targeted community 
audiences, including older people, people with health conditions, and young women, who are typically 
under-represented in physical activity data. 

• Deliver a programme of staff CPD in working with people with dementia and other mental health 
conditions. 

• Collaborate with Boston College to develop learning opportunities for young people of Boston to 
increase skills and employability. 

 

Additionally, by signing the Funding Agreement the Lead Applicant agrees to the following paragraph: 

The Applicant shall at all times comply all obligations imposed on it as an employer by the 
Employment Rights Act 1996, the Trade Union and Labour Relations (Consolidation) Act 1992, the 
Employment Relations Act 1999, the Equality Act 2010 and the Working Time Regulations 1998. 

 

 

https://townsfund.org.uk/resources-collection/meeting-the-public-sector-equality-duty?rq=equalities
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Once Heads of Terms have been agreed, towns are required to develop business cases for each 
project and submit a Summary Document to Ministry of Housing, Communities and Local Government 
(MHCLG). MHCLG will need to review and be satisfied with the Summary Document before funding 
can be released. 
 
The Summary Document is mandatory, even if you do not use the TFDP business case template. 

 

Summary Document 
 
Towns Fund Stage 2 Business case guidance Annex C: Summary Document 
template 
 
Towns must: 

 

• Submit a completed Summary Document for each project to Ministry of Housing, 
Communities and Local Government (MHCLG) as soon as they are ready and 
within 12 months of agreed Heads of Terms.  

• Where towns require funding in 2021/22 then Summary Documents must be 
submitted to MHCLG by 14 January 2022. 

• Note that in the event of late submission of Summary Documents (SD), MHCLG 
cannot guarantee payment. If there is a risk of late submission, towns should 
promptly liaise with their MHCLG local leads.  

• With the first Summary Document, include Part 2: Town Investment Plan 
(TIP) conditions (where applicable). 

 

Please note: MHCLG will use the financial profile (Annex A-1) submitted previously 
to make any payment. 
 
Programme-level update 

 

Where not submitted today, the remaining Summary Documents submission 
timings.  
 

Project name: Boston Leisure Project (Boston Towns Deal Board) Month/Year 

1. N/A N/A 
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Part 1: Project Summary Document 
 

Towns should complete this for each project. 
 

Summary Document table 

1. Project name: Boston Leisure Project (Boston Towns Deal Board) 

2. Heads of Terms project conditions 
- Actions taken to address any conditions attached to the project in the Heads of Terms, where applicable. 
- Where the condition was to provide a delivery plan please input in the section below (no.9) and/or attach to this 

document. 

There were no specific conditions attached to the project in the Heads of Terms offer (3rd March 2021) 

3. Business case appraisal  
Provide details of how the business case has been appraised including: 

- business case type  
- any internal or external assurances 

The Stage 2 Business Case has been prepared following the Towns Fund Delivery Partner template. It will be 
maintained and updated as a live document throughout the delivery stage of the project. In addition to internal review 
by the Council’s Growth Team and Corporate Management Team structures, it has also been presented to the following 
meetings for formal agreement and approval: 

 
- Boston Borough Council Senior Leadership Team 
- Boston Borough Council Cabinet 
- Boston Town Deal Board  
- Boston Borough Council Full Council  

4. MHCLG capital (CDEL) 5% payment  

Main activities, if applicable: 

• Scheme development – including appointment of multi-disciplinary team led by YMD Boon to develop concept 
proposals, plans, visuals, and works necessary for RIBA Stage 2-plus. 

• Establishment of joint Project Manager and appointment of QS – to establish high level costs, timelines, risk 
registers etc to inform business case 

• Appointment of Max Associates to review the project and investment opportunity, as well as development of 
the Full Business Case 

• Appointment of Amion consultants to undertake Green Book Assessment and advise on the Economic Case 

• Administration by the Council and management of the project, and servicing of the Towns Fund Board. 
 

5. Quantified benefit-cost ratio/value for money (e.g. Benefit Cost Ratio or Net Present Social Value)  
A quantified benefit-cost ratio should be provided. If it has not been generated, a summary of evidence used by the 
S151 Officer to demonstrate value for money should be stated.  

Included within the Economic Case 

6.  Deliverability 
Will this project still be delivered within the Towns Fund timeframe? (Y/N)  

YES 

7.  Delivery plan  
Including details of: 

- timescales and key milestones 
- partnerships 
- interdependencies 
- risks and mitigation measures (if not provided above). 
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Formal Approval & Project Kick Off 300322 2w 160422 

Client Brief 160422 6w 310522 

Design 160422 28w 311022 

Surveys & Investigations 160422 8w 150622 

Planning 300422 21w 011022 

Tender 010622 23w 151122 

RIBA Stage 5 - Construction 161122 90w 310824 

RIBA Stage 6 - Handover/Fit Out 010924 1d 010924 

RIBA Stage 7 - In Use / Defects 310825 1d 310825 

 
Risks are included within the management section 
 

8. Town Deal Board Chair name & signature  

Name of the Town Deal Board:    Boston Town Deal Board 
Chair’s name and signature:          
 
 
 
Date: 

9. By signing, I agree that: 
1. The business case, in a proportionate manner, is Green Book compliant. 
2. The 5% early capital (CDEL) has been included in the Town Fund project costs across the programme. 
3. This project and expenditure represent value for money, including the 5% early capital (CDEL) provided. 
4. Project-level Equality Impact Assessments such as Public Sector Equalities Duty and/or Environmental 

Impact Assessments have been undertaken. 
5. For final submission - programme-level Public Sector Equality Duty assessment has been undertaken by the 

accountable body. 
 
Name of the lead Local Authority and signature of the Chief Executive Officer or S151 Officer 

Name of the lead Local Authority:   
 
 
 
 
 
 
Name and signature:                         Robert Barlow                       Christine Marshall 
Job title:                                               Chief Executive Deputy       Chief Executive & Section 151 Officer 
 
Date: 
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Annex: submission checklist 
 
Use this as guidance when submitting the Summary Documents.  
 

Items Checked Qty 

 first submission  

1. Programme-level update   

2. Part 1: Project Summary Document    

3. Part 2: Town Investment Plan (TIP) conditions   

4. Final Monitoring & Evaluation (M&E) plan   

5. Any other documents   

 all other submissions  

1. Programme-level update   

2. Part 1: Project Summary Document table   

3. Final M&E plan   

4. Any other documents   
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APPENDIX 1 – National Trends in Fitness  

 
State of the UK Fitness Industry 2019 Report Findings15:  
 

• It is worth noting that this report was published before the Covid-19 pandemic, which 
will have had an impact on the UK health and fitness industry. The full extent of which 
is yet unknown.  

 

• Based on the 2019 report in the last 12 months (to the end of March 2019) there has 
been a 4.2% increase in market value and a 4.7% increase in members.  

 

• For the first time, the penetration rate in the private sector has not only reached but 
exceeded 10% with 10.5% of the UK population are now members of a private gym. 
Member numbers grew by 6.3% and market value by 5.2%. 

 

• Pure Gym and GLL remain the UK’s leading private and public operators (by number 
of gyms and members).  

 

• Low cost operator Pure Gym remains the leading UK operator by both number of clubs 
and members. They have reached the 230 clubs and over 1 million members.  They 
are one of five private operators who have over 100 clubs (the other four are: The Gym 
Group, Anytime Fitness, DW Fitness First and Nuffield). 

 

• The low-cost market has continued to expand with 683 low cost clubs. 4.2% of the UK 
population are members of one of these clubs and this sector impressively accounts 
for 40% of total private membership. 

 

• As the UK private market continues to expand, over the last 12 months the UK public 
fitness market has also shown an increase in the 4-key metrics with member numbers 
growing by 6.3% and market value by 5.2% 

 

• The public fitness market value has increased from £1.33 billion to £1.4 billion. 
 

• Average membership fees have dropped slightly from £30.33 to £30.10 with regional 
variations, with the average fee in East Midlands being lower at £28.48.  

 

• Of the 2,729 public gyms, 45% are managed by a trust (up 1%), 18% are under local 
authority (in-house) management (down 1%), 17% by an educational establishment 
(down 1%) and just 9% by a leisure management contractor (up 1%).  

 

 

 

  

                                                 
15 State of the UK Fitness Industry 2019 – Leisure Database 
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Figure 29 – State of the UK Fitness Industry 2019 – UK Public Gyms 
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APPENDIX 2 – ONS 2018 Demographic Data – Boston E07000136 
 

The cells highlighted in yellow show the most prevalent age group that year.   
 
Red indicates an overall decline in population. Green indicates an overall increase in 
population. 
 
Table 21 – ONS 2018 Demographic Data – Boston E07000136 

AGE 
GROUP 2018 2020 2025 2030 2035 2040 

0-4 4,341 4,231 4,029 3,996 4,131 4,326 

5-9 4,517 4,803 4,651 4,420 4,386 4,513 

10-14 3,683 4,028 4,884 4,715 4,490 4,458 

15-19 3,460 3,373 3,991 4,688 4,511 4,312 

20-24 3,474 3,649 3,372 3,804 4,219 4,076 

25-29 4,526 4,514 4,516 4,207 4,643 4,969 

30-34 4,793 4,859 4,857 4,758 4,481 4,901 

35-39 4,451 4,749 5,008 4,976 4,859 4,598 

40-44 3,925 4,130 4,932 5,172 5,141 5,011 

45-49 4,440 4,281 4,248 4,959 5,192 5,161 

50-54 4,687 4,634 4,383 4,299 4,957 5,184 

55-59 4,403 4,767 4,862 4,592 4,483 5,111 

60-64 4,233 4,308 5,053 5,153 4,875 4,748 

65-69 4,041 4,043 4,316 5,051 5,161 4,892 

70-74 3,926 4,035 3,828 4,112 4,821 4,942 

75-79 2,688 2,923 3,547 3,379 3,662 4,316 

80-84 1,920 1,999 2,299 2,822 2,713 2,983 

85-89 1,200 1,183 1,262 1,480 1,843 1,807 

90+ 658 692 707 776 923 1,175 

All ages 69,366 71,202 74,745 77,357 79,490 81,483 
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APPENDIX 3 – Catchment Age Profile  
 

Table 22 – Catchment Age Profile  

Combined 0-14 15-24 25-39 40-59 60-79 80+ Total 

0-2.5 509 289 676 691 346 44 2555 

2.5-5 4527 2405 5584 5899 3847 1083 23345 

5-10 4579 2329 4534 5863 5685 1536 24526 

10-15 1887 948 1707 2548 2594 636 10320 

15-20 2220 1317 2139 3861 4054 891 14482 

20-25 1539 885 1358 2803 3092 736 10413 

25-30 5755 3174 5572 9454 9452 2500 35907 

Total 21,016 11,347 21,570 31,119 29,070 7,426 121,548 
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APPENDIX 4 – Health and Fitness Competition   
 

Figure 30 – Map of Health & Fitness Competition  
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APPENDIX 5 – Latent Demand for Health & Fitness 

 

Catchment Mosaic Profile 
 
A mosaic profile was produced by Leisure Database (LDB) as part of the latent demand 
analysis for fitness, which concentrates on a smaller catchment than commercial leisure. 
 
Over 30k people live within a mile and this rises to almost 48k in 3-miles.  
 
In terms of demographics, the prominent Mosaic group in this catchment is one of the less 
affluent: J ‘Transient Renters’ accounting for 22% of people in the catchment.  
 
‘Transient Renters’ are typically aged in their 20s and 30s and they either live alone or home-
share. Very few are married and there are few children. Properties are primarily rented from 
private landlords, where tenants move on quickly and pay low rents. Most of these group J 
households are in the centre of Boston rather than in surrounding villages.  
 
The other type that stands out is J43 ‘Renting a Room’ – over 17% of locals fall into this 
single type.  
 
The age profile of the population shows an older population than average. The number of 
people aged 60+ is higher (27%) than the national average (23%). The number of people aged 
18-59 is a little lower than average. 

 
Figure 31 – Mosaic Profiles – Transient Renters 
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Figure 32 – Mosaic Profiles – Renting a Room  

 
 
 
 
  



Boston Borough Council – Boston Leisure Project Business Case – March 2022 

 

  101 
 

 

 

Table 23 – Estimate of Latent Demand 

  

MOSAIC UK Type

Total Adult

Population (15+)

Total Health & 

Fitness Demand 
A01 World-Class Wealth 0 0

A02 Uptown Elite 0 0

A03 Penthouse Chic 0 0

A04 Metro High-Flyers 0 0

B05 Premium Fortunes 0 0

B06 Diamond Days 55 2

B07 Alpha Families 8 0

B08 Bank of Mum and Dad 110 5

B09 Empty-Nest Adventure 31 1

C10 Wealthy Landowners 35 1

C11 Rural Vogue 1,243 34

C12 Scattered Homesteads 3,319 59

C13 Village Retirement 1,564 37

D14 Satellite Settlers 2,094 59

D15 Local Focus 3,712 76

D16 Outlying Seniors 5,327 96

D17 Far-Flung Outposts 0 0

E18 Legacy Elders 62 2

E19 Bungalow Haven 3,896 87

E20 Classic Grandparents 227 9

E21 Solo Retirees 335 13

F22 Boomerang Boarders 643 27

F23 Family Ties 385 19

F24 Fledgling Free 2,240 87

F25 Dependable Me 391 15

G26 Cafés and Catchments 0 0

G27 Thriving Independence 0 0

G28 Modern Parents 97 6

G29 Mid-Career Convention 774 33

H30 Primary Ambitions 271 12

H31 Affordable Fringe 1,518 70

H32 First-Rung Futures 1,858 74

H33 Contemporary Starts 800 41

H34 New Foundations 206 9

H35 Flying Solo 276 12

I36 Solid Economy 0 0

I37 Budget Generations 382 17

I38 Childcare Squeeze 1,092 43

I39 Families with Needs 2,186 81

J40 Make Do and Move On 503 17

J41 Disconnected Youth 729 26

J42 Midlife Stopgap 1,456 59

J43 Renting a Room 9,397 341

K44 Inner City Stalwarts 0 0

K45 Crowded Kaleidoscope 0 0

K46 High Rise Residents 0 0

K47 Streetwise Singles 344 7

K48 Low Income Workers 1,470 51

L49 Dependent Greys 381 5

L50 Pocket Pensions 1,906 22
L51 Aided Elderly 0 0

L52 Estate Veterans 948 30

L53 Seasoned Survivors 387 14

M54 Down-to-Earth Owners 247 8

M55 Offspring Overspill 775 29

M56 Self Supporters 984 39

N57 Community Elders 0 0

N58 Cultural Comfort 0 0

N59 Asian Heritage 0 0

N60 Ageing Access 0 0

O61 Career Builders 0 0

O62 Central Pulse 0 0

O63 Flexible Workforce 0 0

O64 Bus-Route Renters 264 10

O65 Learners and Earners 0 0

O66 Student Scene 0 0

Sub Total 54,929 1,685

297

-200

1,782
-1,040

742

Minus current membership number at Geoff Moulder Complex (approx.)

Add consideration for 15% of members from outside catchment

Estimate of Latent Demand for Health & Fitness

ESTIMATE OF LATENT DEMAND FOR HEALTH & FITNESS

BOSTON - NEW HEALTH & WELLBEING HUB - 15 minute drive

Minus consideration for competition / decay on catchment fringes

Estimate of Total Demand for Health & Fitness
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APPENDIX 6 – Competition Analysis – Commercial Facilities 
 

See separate document.  
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APPENDIX 7 – High Level Cost Estimate 

 

See separate document 
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APPENDIX 8 – Revenue Business Plan Assumptions, Benchmarking and Sensitivity 
Analysis 

 

Income Assumptions 
 

The key income assumptions are set out below. 
 
Table 24 – Key Income Assumptions 

Activity Area Income Projections – Mature Year 

Pricing and 
opening hours 

Pricing is based on current pricing, opening hours have been extending slightly into 
the evenings and later at weekends. 

Fitness Main membership income 
The business plan has been developed using the average yield of £21 (net of VAT), 
given current income and membership numbers. 
 
Attrition has been calculated at 5% per month and it is assumed that by the time the 
centre opens, in the region of 1,000 members would transfer. 
 
The total latent demand projection of 1,782 members has been taken into 
consideration and given levels of membership, pre covid, this has been achieved by 
the end of year 2. There is further growth considering the Mayflower building next 
door, with membership in year 5 projected at 1,833 members 
 

 Year 1 Year 2 Year 3 Year 4 Year 5 

Adult / concession 
Memberships  

1,581 1,774 1,804 1,822 1,833 

 
In total, it is projected that the membership base will generate income of £463k in a 
mature year. 
 
It is also projected that there will be casual use of the fitness facilities both by local 
residents and visitors to the area.  There will also be personal training available to 
both members and casual users.  Total casual income is projected to be £18k per 
annum. 
 
With two group exercise studios, a 45 class per week programme has been included.  
Average occupancy of classes is projected to be 50% for off-peak and 85% for peak 
classes.  Access to classes will be included within the all-inclusive membership.  It is 
projected that of all users, 15% will be casual, generating income of £26k per annum. 
 

Swimming 
Pool 

The pool programme remains similar to the current programme, however, with 
significantly improved entrance and village changing both casual and the swimming 
lesson programme is projected to grow. Links with the college will hopefully provide 
career links through to filling core skill gaps (lifeguards and swimming teachers), to 
increase capacities of the programme and provide for current levels of demand. 
 
As such casual swimming projected to grow over the initial three years by £70k. 
 
The swimming lesson programme is projected to grow from the pre-Covid pupil base 
of 600 pupils to just over 900 pupils. (Capacity has been reviewed by Swim England 
in a recent review of the programme). 
 
It is assumed that a strong community programme is developed, for older people, 
people with health conditions, disabilities etc. 
 
An off peak and peak aqua programme has been included. 
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Activity Area Income Projections – Mature Year 

Summary income in a mature year is projected as per the table below, as is the build-
up of income as usage grows over the first three years. 
 

TOTAL INCOME YEAR 1 YEAR 2 YEAR 3 

CASUAL 158,879 167,706 176,532 

LESSONS / COURSES 172,463 194,021 215,579 

POOL HIRE 101,940 101,940 101,940 

TOTAL 433,282 463,667 494,051 

 
 

Secondary From the current plans the reception desk and servery are linked, so that at quiet 
times, receptionists can serve drinks / pre-prepared snacks etc. Spend per head is 
set out below 
 

Spend per Head Year 1 

Per visit - F&B inc. vending £0.25 

Retail £0.05 
 

 

Other Costs 
 

The assumptions in relation to the expenditure are detailed in the table below. 
 

Table 25 – Expenditure Projections   
 

Activity Area Expenditure Projections – Mature Year 

Staffing  The current staffing base has been included, with savings of £56k re one 
reception. Additional staff are included to support the swim lesson programme 
and additional aqua classes. 
It is assumed that reception staff will also support the catering offer. 

Cost of Sales These have been included at 50% of secondary income for both food and 
beverage and retail. 

Utility Costs Utility Costs for the preferred facility mix have been included at £23 per m2 in 
year 1 with c.5% increase each year above inflation. This assumes 
improvement to consumption due to energy savings incorporated into the 
capital works. 

NNDR/Lifecycle 
Costs/Insurance 

It is assumed that NNDR will increase with the large footprint, a PC sum for this 
has been included, but will need to be verified. 
 
Overall Insurance costs have been included at slightly higher levels than 
previously to reflect the higher income of the centre. 
 

Repairs & 
Maintenance 

Repairs and maintenance costs have been included at £8 per m2. This is lower 
than standard, but assumes a central capital provision for larger items. 

Equipment 
 

Equipment costs have been included at £20k. 
 
This is to cover the replacement of loose equipment and consumables, 
including, for example, studio equipment and café consumables. 
 
It is assumed that fitness and ICT equipment are purchased as part of the fit 
out. These will need to be replaced from year 5 – 6 (and these costs are not 
currently included in the business plan.) 

Marketing Marketing costs have been included at 1% of income.  
An additional £10k has been included in year 1 for the launch of the site. 

Central Costs & 
Contingency 

No Central Costs have been allocated to this trading budget at this stage. 
No contingency costs have been included given the centre is currently 
operational. 
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Sensitivity Analysis 
 
The table below illustrates the impact of any changes in core income or expenditure 
on the deficit. A 10% reduction of income would increase the deficit to £262k per 
annum. Positive impacts on staff costs and / or increased income in the facility areas 
would reduce the deficit. 
 
Table 26 – Impact of any changes in Income and Expenditure 

AMENDMENT TO BASE PLAN 
Year 5 

Variance Income Exp Net 

Base Plan   £1,102,975 £1,254,721 -£151,746 

Increased Income (%) 10% £1,213,273 £1,254,721 -£41,448 

Reduced Income (%) 10% £992,678 £1,254,721 -£262,043 

Increased Health and Fitness Income 
per Station (£000) 

1000 £1,182,975 £1,254,721 -£71,746 

Reduced Health and Fitness Income per 
Station (£000) 

1000 £1,022,975 £1,254,721 -£231,746 

Increased Swimming Income (%) 10% £1,120,629 £1,254,721 -£134,093 

Decreased Swimming Income (%) 10% £1,085,322 £1,254,721 -£169,399 

Increased Expenditure (%) 10% £1,102,975 £1,380,193 -£277,218 

Reduced Expenditure (%) 10% £1,102,975 £1,129,249 -£26,274 

Increased Staff Costs (%) 10% £1,102,975 £1,337,992 -£235,016 

Reduced Staff Costs (%) 10% £1,102,975 £1,171,451 -£68,476 

Increased Utility Costs (%) 10% £1,102,975 £1,265,904 -£162,929 

Decreased Utility Costs (%) 10% £1,102,975 £1,243,539 -£140,563 

Increased Repairs and Maintenance 
Costs (%) 

10% £1,102,975 £1,257,921 -£154,946 

Decreased Repairs and Maintenance 
Costs (%) 

10% £1,102,975 £1,251,521 -£148,546 

 

Benchmarking 

The existing performance of the centre compared to a mature year of the new 

developed centre are both compared to the median Sport England National 

benchmarks for local authority managed centres. The improved usage and income will 

improve most of the benchmarks as set out in the table below.  

Table 27 – Benchmarks 

PERFORMANCE INDICATOR 
based on SENBS 

SENBS GLMC 
New Centre 

YEAR 5 In-house 
Median 

2019/20 

Surplus per visit -£1.17 -£2.54 -£0.67 

% Cost Recovery 66% 52% 88% 

Income per visit £2.72 £2.78 £3.16 

Secondary income per visit £0.09   £0.29 

Staffing costs as a % of income 77% 101% 75% 

Expenditure per visit £3.05 £5.33 £3.53 

R&M per m2 £14.00   £8.00 

Utility Costs per m2 £30.00 £45.00 £28.00 

Health & Fitness income per 
station 

£6,698 £5,759 £6,017 

Swimming income per m2 £776 £492 £790 
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APPENDIX 9 – FBC Programme 

 
See separate Document  


