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WELCOME &
INTRODUCTION

Welcome & introduction
I am delighted to welcome you to our blueprint that explains how
we plan to help our communities tackle the common barriers to
being physically active and to feeling a powerful sense of wellness.
We associate the feeling of wellness with being active and strong,
eating well, sleeping well and enjoying great experiences with
family and friends. Over the next three years our new strategy will
transform the way we work and what we do. By providing great
experiences in great places for everyone we want people to be
active and feel great. The success of our strategy will be dependent
upon forming strong partnerships and radically developing our
services and operating model. Please read on to find out more, and
I hope you can help us as we strive to become the best community
leisure and wellness provider in the UK.

David Hall
Chair (Active Northumberland)
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Welcome & introduction
The public sector faces unprecedented financial, health and
social challenges. Northumberland has an ageing population and
reducing working-age population, a trend which is projected
to continue. Health inequalities mean that there are significant
differences in life expectancy, and healthy life expectancy, for
people with disabilities and additional needs, and between
residents in the most and least deprived areas. The prevalence
of overweight or obese children and adults is significant and
increasing, which is consistent with the national average. There
has also been a significant decrease in adults participating in
30 minutes of moderate intensity sport at least once a week in
Northumberland*.
Like many other Leisure Trusts we are a charity uniquely positioned
to form progressive strategic alliances with health, social care and
education sectors, and to support the frontline for the NHS to
help reduce increasing pressure on primary care. However, the
trading environment for Leisure Trusts is becoming increasingly
competitive, risking organisational resilience and sustainability,
which, if not managed carefully, could force us to compromise
our charitable objectives. In order to fully exploit our potential as
a Leisure Trust and deliver our charitable objectives, we need to
tackle some fundamental challenges as follows:
•

Meet the increasing expectations of commissioners and
customers to deliver unprecedented levels of efficiency,
excellent service standards and wider social value.
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Welcome & introduction
•

Make better use of customer insight and evidence to
inform service development, and to increase participation
and impact.

•

Better evidence and promote our charitable values, and work
more effectively to tackle health and social inequalities.

We want to turn these challenges into opportunities for
Northumberland. Our partner Northumberland County Council
(NCC) has a progressive vision to work with us to produce new
and innovative ways of delivering services, and by investing to
achieve social and financial returns that will ensure an effective
and sustainable service model.
Through this transformational strategy, we aim to become a
nationally leading Leisure Trust by optimising participation in our
leisure services and by delivering a wider, positive impact across
health, social care and education with outstanding levels of quality
and efficiency.
I’m really looking forward to working with you to deliver
this change.

Mark Tweedie
Chief Executive (Active Northumberland)
* Sport England Active Lives Survey (November 2015)
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BACKGROUND

Background
Active Northumberland was formed as a charity in 2014 to operate
leisure facilities and deliver associated services primarily on behalf
of NCC. We have an operating budget of circa £15 million with
a workforce containing circa 350 full-time equivalent people. Our
main costs are people and utilities, and our main income streams
are fitness and aquatics plus a management fee payable by NCC.
We face unprecedented budget pressures resulting from the
requirement to achieve significant efficiency savings and to
absorb ongoing cost inflation, whilst keeping our fees and charges
competitive with a focus on providing a strong concessionary offer.
We have achieved significant revenue growth for our fitness and
‘learn to swim’ income streams since 2016 and we anticipate
continued growth. To remain financially sustainable, we must
develop and successfully deliver robust plans to optimise operating
efficiency, manage cost inflation and continue to achieve net
income growth.
NCC has invested significant capital into the sport and leisure estate
across Northumberland in recent years; they have an appetite to
commit further capital on an ‘invest to save’ basis going forward.
Planned investment includes new leisure centres at Ponteland,
Berwick and Morpeth (estimated completion 2020 and 2021
respectively), plus major refurbishment of Blyth Sports Centre.
We have a significant proportion of support services provided
under contract by NCC. Along with all other supplies and services,
these services are under continual review to ensure best value
and efficiency.
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VISIONS & VALUES

OUR VISION

Visions & values

‘TO BE
THE BEST
COMMUNITY
LEISURE AND
WELLNESS
PROVIDER IN
THE UK’
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Visions & values

OUR VALUES
DRIVE OUR
CULTURE,
WHICH IS
FUNDAMENTAL
TO ACHIEVING
OUR VISION.
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OUR VALUES

FUN
Our commitment to fun means we
encourage it in everything we do to build
confidence and teamwork, and to attract
and retain great people.

INCLUSION
Our commitment to inclusion means we
understand and respect differences, we
collaborate as a team and we break down
barriers to enable people who are socially
excluded, disadvantaged, isolated and
vulnerable to participate and achieve
their goals.

TRUST
Our commitment to trust means we are
honest and respect the views of others,
we believe that we can accomplish more
together as a team and we always do our
best to provide an exceptional service.

OBJECTIVE &
DELIVERY

Objective & delivery

Objective
To design and develop a transformed service offer and operating
model, that delivers more and better outcomes for service users
and communities with optimal quality and efficiency, and by
developing our people, products and places with our partners.

Deliverables
•

Increased health and social impact

•

Colocated and integrated service models

•

Industry-leading service quality

•

Industry-leading operational efficiency and effectiveness

•

Industry-leading usage and retention

•

Usage representative of population and localities

•

Service users achieve their wellness goals

•

Industry-leading user and employee satisfaction

•

Reduced environmental impact

31

32
Service Development Objectives

To design and develop a transformed service offer and operating model, that
delivers more and better outcomes for service users and communities with optimal
quality and efficiency, and by developing our people, products and places with our
partners.
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Objective & delivery

Financial Goals
•

Management fee reduction

•

Revenue growth

•

Generation of grants and commissions

•

Generation of capital investment

•

Increase operating recovery ratio

•

Maintenance of cash reserves

Delivery
We will deliver this strategy by adopting a themed approach
to planning, namely Proposition, People (both customer and
workforce), Product, Places, and Partners. Outputs and outcomes
will be agreed, delivered and periodically reviewed based upon
a set of specific strategic objectives. Combined, we envisage that
our themed approach will deliver service transformation. Work
will be prioritised and time phased, but will also be responsive to
opportunities that emerge.
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Objective & delivery

Our themed approach will be co-ordinated by our Leadership Team.
Progress will be formally reported to our Board of Directors and
our wider Management Team. Each theme will have a designated
strategic lead responsible for planning and delivery. This strategic
lead will mobilise the support of our people and partners to provide
the expertise and capacity necessary to design and deliver the
plans.

Leadership Team
The leadership team will bring together the specific objectives
and plans for each theme to ensure work is co-ordinated and
appropriately prioritised and resourced. They will produce and
implement a monitoring and evaluation framework, identify
strategic level risks and report formally to the Board of Directors
and our wider service management teams. The leadership team
will also monitor and evaluate progress, and form appropriate
conclusions and recommendations at regular and frequent
intervals, based upon evidence and benchmarking.
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THEMES

Themes

Transformation Strategy
Themes & Proposition

Our Partners
Collaboration before competition
Long term interdependent relationships
Co-production & delivery of services
Pooling & joint leverage of resources

Our Places
Leisure & wellness hubs
Welcoming & inclusive
Wider community reach & impact
Efficient & environmentally friendly
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Great Exp
in Great P
Every

Themes

Our People - Workforce
High will, high skill teams
Great personal development
Great values-based culture
Supported by volunteers

periences
Places for
yone

Our People - Customers
Personalised approaches
Great experiences
Goal orientated
Great outcomes

Our Products
Extensive scope & reach
Focused on wellness & inclusion
Innovative, dynamic & high tech
Deliver maximum health & social impact
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Themes

Our Proposition
Our proposition and brand is underpinned by our values (section
5). Our proposition is an overarching theme, it explains the
functional and emotional elements of what we do, and what we
mean to our customers and communities. Our proposition is
about delivering:

‘GREAT
EXPERIENCES
IN GREAT
PLACES FOR
EVERYONE’
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Themes

Our proposition objectives are:
•

To ensure our proposition underpins our service offer and
customer experience at every level.

•

To design and develop the tools required to share and
communicate our proposition and promote our brand.

•

To communicate our proposition and promote our brand
by creating a close association with our vision, values and
charitable status.

Our proposition deliverables are:
•

To create a new brand and range of sub brands for our services
that connect with our vision, values and charitable status

•

To periodically measure and evaluate our brand awareness
and efficacy.

People Theme (customer)
Our services will become increasingly people-centred, outcomefocussed and deliver industry-leading personalised results and
experiences. Our people (customer) theme objectives are:
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Themes

•

To optimise our use of customer and product insight to inform
service design and development.

•

To optimise the customer journey utilising cutting-edge
digital and customer-facing approaches.

•

To optimise our marketing and sales approaches to always
deliver market potential.

Our people (customer) deliverables are:
•
•

To increase our Net Promoter Score.
To achieve growth in customer visits and the number of
subscribed members.

People Theme (workforce)
We will attract, retain and develop a high-skill, high-will paid and
voluntary workforce. Our people will increasingly find fulfilment
and enjoyment working within a progressive values-based culture,
with great training and personal development opportunities (see
section 5 values). Our people (workforce) theme objectives are:
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Themes

•

To engage, excite, involve and acknowledge our people
throughout our strategy delivery journey.

•

To determine our workforce structure, specific skills and roles
to deliver our strategy.

•

To produce and maintain an up-to-date training plan
and leverage investment to provide great training and
development opportunities for our people.

•

To ensure we recruit based upon our values, and our people
thrive within a culture shaped and governed by our values.

Our people (workforce) deliverables are:
•

To increase our employee satisfaction rating and industry
recognition for outstanding workforce development and
workplace wellbeing programmes.

Product Theme
Our product range includes, and aspires to include, a consumer
and corporate wellness offer, gym and group exercise (including
virtual training, small group and personal training), aquatics, sport,
high-quality healthy catering and vending, leisure attractions,
retail, services for schools, and integrated health and social care
45

Themes

services. We will extend the scope and reach of our services into
our communities and schools to focus on increasing physical
activity and improving the wellness of the most inactive and deconditioned population groups, and we will signpost and support
our customers into community groups and sports clubs to enhance
their experience and outcomes.
Our product theme objectives are:
•

To design our service product range and reach to maximise
social value and to always achieve market potential.

•

To ensure our products keep pace with industry innovation
and take advantage of new technologies.

•

To leverage investment to realise the full potential of our
people and facility assets.

•

To ensure our product range strikes the appropriate balance
between social and commercial outcomes.

Our product deliverables are:
•

To create service delivery models that are highly efficient,
inclusive and deliver industry-leading, value-added
experiences and wellness outcomes for our customers,
members and corporate clients.
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Themes

Places Theme
We want to maintain and create fresh, contemporary and
environmentally-friendly facilities with innovative design features
and high-quality specifications that are welcoming and inclusive.

Our places theme objectives are:
•

To ensure facility design and specification enables the
successful delivery of our service products.

•

To create and adapt facilities to host integrated and inclusive
services, the aggregate of which combine to provide a
community leisure and wellness hub environment.

•

To ensure our facilities reach out into the communities we
serve, extending their impact beyond the footprint restrained
by the facility walls.

•

To reduce our environmental impact through energy
efficiency measures, reducing plastics, recycling and by
promoting active sustainable travel.

•

To leverage partnership and resource opportunities to
maintain and continually develop our facilities.
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Themes

Our places deliverables are:
•

To successfully attract the support and resources necessary
to design and create great community leisure and wellness
hubs that inspire our communities, we will increase our social
impact and we will reduce our relative operational costs and
environmental impact.

Community Wellness Hubs
The success of our strategy will be partly dependent upon the
delivery of a new vision for the design and development of
leisure facilities. Building upon the conventional aquatic, gym,
group exercise, sports and leisure offer, we aspire to create a
more progressive leisure facility offer incorporating a broader
range of services with an increased focus upon addressing health
inequalities and improving the wellness of our service users. This
broader service range will support the whole community to enjoy
a physically-active lifestyle and to achieve their wellness goals. We
will prioritise people who are socially excluded, disadvantaged,
isolated and vulnerable. We will aim to include the following
services in our facilities:
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Themes

•

Individual health assessments generating personal goals and
referral into early-intervention programmes where necessary,
either in the leisure facility setting and/or the community
setting.

•

Prescribed exercise and physical conditioning to help people
prepare for and recover from surgery.

•

Prescribed exercise and physical conditioning to help people
recover from and better manage long-term, often debilitating,
health conditions.

•

Falls prevention (specific conditioning to improve postural
strength and stability), physio, sports and holistic therapy
services.

•

Adult day care services and specialist support services for
people with disabilities and additional needs.

•

Activities that facilitate respite for carers of people with
disabilities and additional needs.

•

Adult learning services and services that support people into
employment.

•

Alternative curriculum activities for young people with
challenging behaviour, and improved access to leisure and
sports activities for disadvantaged young people.
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Themes

Partners
Our approach to partnerships is underpinned by values that put
collaboration before competition. We will invest in the development
of long-term interdependent relationships with our partners that
involve the co-production and delivery of services. We will adopt an
asset-based approach to investment by working with our partners
to successfully build upon what works and by aligning our efforts
and resources.
Our partner theme objectives are:
•

To engage, excite and involve our partners throughout the
strategy delivery journey.

•

To determine the skills and capacity our partners can bring
to support the delivery of our shared objectives.

•

To determine collaborative opportunities for investment,
grant and commissioned work, and joint workforce
development.

Our partner deliverables are:
•

To be recognised by our main partner (NCC) as the go-to
provider for its leisure and associated services, and we will
be acknowledged by all our partners for adding exceptional
value, bringing agencies together to better achieve common
goals and for being great to work with.
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RESOURCES
& SUCCESS
MEASURES

Resources & success measures

Resources
Resource requirements for our strategy will be determined by
our theme leads. Criteria for the commitment of resources will
be based upon priorities and invest-to-save principles governed
by the Executive Leadership Team and Board of Directors. Once
committed, budget implications will be factored into our mediumterm financial plan.

Measuring our Success
A Corporate Scorecard containing reportable financial and
performance targets will provide success measures.
A Corporate Outcomes/Outputs Framework, co-designed with our
health, social care and education partners, will provide reportable
measures that demonstrate the impact of our work.
Reportable outcomes and outputs will be reviewed quarterly, and
an annual report will be published in June each year.

55

Resources & success measures

Success Measures
•

Brand awareness and efficacy

•

Participation/usage

•

Service user demography

•

Service user Net Promoter Score

•

Service user retention

•

Service user wellness

•

Quality-accredited services

•

Operational benchmarking

•

Partner and employee satisfaction

•

Carbon footprint
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Resources & success measures

Strategy Delivery Principles
The success of this strategy will result in a radically transformed
service delivery model that will deliver our vision for the future. The
essence of service transformation is to provide more and better
outcomes for less. Our strategy will adopt the following principles
to optimise our success:
•

Planning and work will be dynamic, organised around the
fundamental goal to deliver service transformation.

•

The Chief Executive will chair Executive Leadership Team
meetings and designate theme leads.

•

Work will be responsive to need and demands, and we will
adopt smart working methods to minimise bureaucracy.

•

People contributing to themed working will be dynamic, and
the levels of support will change according to workflow and
shifting demands.

•

Decisions requiring material change and/or investment will
be made and/or approved by the Executive Leadership
Team, or deferred to our Board of Directors consistent with
our governance policy.
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CONTACT

Transformation Strategy produced November 2018
enquiries@activenorthumberland.org.uk
01670 620200

We work with

@ActiveNland

@ActiveNland

Active Northumberland

