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Drawing together the research findings, a long list of potential options for each element of the NSC site were
identified. These were then appraised against the key study objectives to inform the development of seven
site options for detailed consideration by the GLA. Following this process, the GLA shortlisted one lead option,
with variations around a core facility mix, for further financial analysis and as a basis for the community
consultation process, which involved an online and paper survey, in tandem with a public exhibition.
1.4 REPORT STRUCTURE
As noted above, this report summarises the project team’s key findings at each stage of the options appraisal
process and draws a series of conclusions and recommendations to inform the GLA’s ongoing development of
the site.
Section 2 provides an overview of the development context which needs to be taken into consideration in
assessing options for the NSC site, including site location considerations, key stakeholders, planning policy,
existing development plans and transport.
Section 3 then draws together the market context findings in relation to the sport, leisure, education and
wider development opportunities for the site, including ongoing provision for existing site tenants, drawing
together the market appraisal research and consultation findings.
Section 4 looks at the current NSC’s usage and financial performance, whilst Section 5 appraises the current
NSC site from an architectural perspective.
Building upon these findings, Section 6 summarises a long list of potential development options for each
element of the site, which have then informed the development of seven development options. Following
consideration of these seven options by the GLA, Section 7 summarises the lead development concept
shortlisted by the GLA at this stage for further financial analysis and community consultation.
Section 8 and 9 assess the financial, business planning, procurement and management implications of this
option for the GLA, whilst Section 10 summarises the community consultation exercise and the key findings
from this process.
Section 11 then provides a headline summary of key findings from across the project and draws a series of
conclusions and recommendations to inform the GLA’s ongoing development of the site.
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•

Individual special interest community groups, including but not limited to:







Crystal Palace Park Stakeholders Group
Friends of Crystal Palace Park
Crystal Palace Working Party
Crystal Palace Foundation
Crystal Palace Campaign.

Other key stakeholders, as illustrated below, include current site tenants, the operator (GLL), development/
heritage stakeholders, sports organisations, clubs and educational organisations.
In considering development options for the sites, the GLA recognise that it is important to consider the needs,
objectives, expectations and potential concerns of these diverse stakeholder groups, which have varying
interests in the site, both current and future.
FIGURE 2.3 STAKEHOLDER MAP
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It is also considered important that any development plans for the NSC site should be deliverable/ financially
viable independently of the ZRG Plans, due to the uncertainty as to whether this will go ahead, whilst also
potentially being complementary/ mutually beneficial should they implemented.
2.5 TRANSPORT
Transport access to the NSC is another key consideration when considering development options for the site.
Currently the park is connected by local bus routes and over ground trains. However, for a facility of its size
and significance, the transport links have not always been adequate. There are plans for extra lines to be
installed near the park, however there is currently no timeline for this.
Whilst there are currently a number of car parking areas in the Park, including areas within the NSC site, the
masterplan aimed to return some of these to landscaped park. There are also plans to introduce car parking
controls within the park to deter commuters using the parks prior to travelling to London on the train. One of
the options in the ZRG proposal is to include an underground car park beneath the new Palace but the scale
of any provision, and its ability to meet new and/ or existing demand, is unknown.
Any plans which generate significantly increased vehicular traffic or increased use of public transport will
therefore need careful consideration, as the five Boroughs have already expressed concerns about this in
regards to the ZRG proposals.
An independent assessment of car parking provision across the Park is currently underway and the findings
of this process should be used to inform car parking proposals associated with any future development of
the NSC.
2.6 SUMMARY
This section has highlighted a number of key development related considerations for the NSC site. In
summary, any development plans for the NSC site should:
•

•
•
•
•
•

Reflect the approved master plan where possible, whilst recognising that a second sports facility is not
considered to be financially viable, or in line with the GLAs current financial objectives. This should
include, for example, reinstatement of the Paxton Axis (a key element of the masterplan), returning the
site to its parkland setting where possible, and minimising the additional footprint of any new
developments
Minimising the visual impact of any development on the site
Focus on sports, leisure and cultural uses (retail/ residential/ commercial use not considered suitable)
Ideally complement ZRGs plans but also be deliverable and sustainable, independently of ZRGs plans
Minimise car parking requirements
Support development of the wider park where possible, ideally providing a financial contribution
(capital and/or revenue) towards development/ management of the overall site.

13

4. Current financial appraisal
4.1 INTRODUCTION
This section appraises the financial implications associated with the NSC’s current operation, future capital
cost projections and the marginal income generation, which will influence the future configuration of the
facility in order to achieve a financial breakeven position and provide synergy with other development
opportunities for the site. It covers the following:
•

Current facility mix

•

Usage

•

Current cost to the GLA

•

Capital cost projections

•

Overview of Financial Performance of Operator

•

Benchmarking Performance

•

Income generation by facility type

•

Implications to future facility mix.

The financial appraisal has been led by FMG Consulting, specialists in sports facility business planning,
management and procurement.
4.2 CURRENT FACILITY MIX
The current facility mix that supports the financial information is shown in Table 4.1.
TABLE 4.1 SUMMARY OF FACILITIES AT NSC

4.3 USAGE
Table 4.2 shows the level of users over the last three years.
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TABLE 4.5 INDICATIVE CAPITAL COSTS OF EXTENDING ECONOMIC LIFE OF SPORTS CENTRE

The estimated annual cost of £1 million of debt funded by PWLB debt using an annuity profile at current
rates at 25th June 2014 are shown in Table 4.6.
TABLE 4.6 ESTIMATED ANNUAL COST OF DEBT

4.6 OVERVIEW OF FINANCIAL PERFORMANCE OF THE OPERATOR
We have produced a comprehensive database of all the operational income and costs, and the operators
overheads allocated to the facility, as well as the utility costs met by the GLA, in order that we can make
comparisons between financial years and highlight or extract financial information by activities, groupings
or sites. Table 4.7 highlights the levels of income and costs.
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On this basis, we have assumed that the net facility operating cost is £321,103 but this may be further reduced
if there is any double counting of maintenance costs or the management fee.
4.7 BENCHMARKING PERFORMANCE
As part of the review, we have benchmarked the operating income and expenditure, as well as the number of
visits, against other facilities with 50m pools. The results of this are shown in Table 4.10.
TABLE 4.10 BENCHMARKING COMPARISON

It can be seen that when comparing the performance against other 50m pool facilities, the facility does not
perform well. There can be a number of issues that can impact on this including market competition, age of
the building, programming, catchment profiles (demographics) plus other influences.
However, the benchmarking process provides a starting point from which to analysis current performance
with the Operator. Some key observations are as follows:
•

Pricing may be more expensive than other 50m pool sites, especially as most of these are outside
London

•

The building has a substantial gross internal floor area when compared to some other 50m pool sites
(that have a different number of pools, sports hall courts etc). The NSC GIFA is effectively double the
average, thus impacting on visits per m2, maintenance, utility costs etc

•

Income per pool water m2 is very low compared to the average for 50m pool sites. Whilst the overall
water space is very high, typically this would indicate that the facility is operating at below average
capacity and that overall water space exceeds demand in the local catchment

•

It is surprising that the level of income per court in the sports hall (Arena) is lower than benchmark
given its events as well as casual use

•

Utility costs appear lower than benchmark, although we understanding that there are a number of cost
saving measures in place to optimise the use of energy in the building

•

It is perhaps not surprising that maintenance costs are higher than the average, as many of the 50m
pools are smaller in scale, the buildings not so old and the actual spend by a local authority on
maintenance is not necessarily reflective of the amount actually required

•

The balance of employee costs appears about right when considering the levels of income generated
from the site.

31

The list of facilities is in alphabetical order for the ease of reading. The purpose of the table is to identify the
level of income attributed to each area so that consideration can be given to the opportunity cost of using a
facility area for another purpose. Unfortunately the Operator does not allocate costs to each of these facility
areas so that the marginal impact of the area can be measured.
The information shows, for example, that if the Squash Courts were used for an alternative purpose, this
would result in a loss of income that would be needed to be taken into account, at a level of £24,997 per
annum.
Car parking
We understand that there are currently 80 car parking spaces situated around the park and roads that are
directly available to the NSC with some further spaces for general use of the park. The Operator has suggested
that car parking could be made available on the “Remote Control Track” to the side of the main Sports Centre.
The Operator has made some enquiries in relation to car parking which appear to show that substantial levels
of revenue could be expected even when the car parking operator provides the capital equipment. We
suspect that at the next stage further analysis will be required to understand how this would work with
commuters, users of the NSC and the future users of new facilities, in addition to general visitors to the
park.
Sports Centre income from Lodge
It has not been possible to establish a direct link between bookings at the Lodge and the users of the sports
facilities, as the accounting of the sports facilities appears to be coded directly to the NSC. GLL has been
able to calculate that, based on the last two months, an average of £8,500 per month is leveraged at the
Sports Facility from direct hires when using the Lodge. This equates to circa £102,000 per annum.
Based on financial statements from the Operator, we understand the Lodge generated a net surplus of
£26,701 including an adjustment for Overheads and Profit from the Operator.
The loss of the Lodge would therefore increase the operating cost of the contract by circa £129,000
(£102,000+£27,000) per annum.
Jubilee Stand Rentals
We understand from the Operator information that the Jubilee Stand generates income of circa £262,700
per annum (assuming there are no other rental streams in the Sports Centre). However, the level of
operating expenditure incurred in obtaining this income is unclear. Whether the tenant meets the premises
costs associated with the Stand is also unclear.
The loss of the Stand would result in the loss of this income, unless existing tenants could be relocated
within the NSC facility. If this could be achieved this would be very positive for the future viability of the
NSC.
4.9 IMPLICATIONS FOR THE FUTURE FACILITY MIX
The main purpose of this section is to understand:
1.

What is the net cost of the facility that needs to be met by the GLA?

2.

How do the component parts of the current facilities perform?

3.

What levels of income are generated from each facility area of the site?

4.

What facility areas should be kept as they contribute positively to the overall cost of the facility?

5.

What facility areas could be considered for removal or replacement with other facility types?
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5.2 THE EXISTING BUILDING
Level 0
As illustrated in Figure 5.2, the main NSC building element containing the main pool zone and fitness suite is
located in a large block set back off the main pedestrian access route through the park. A series of connected
‘outbuildings’ and extensions contain a weights area, indoor athletics track, functions space and an additional
pool.
There is a functions room overlooking the stadium and running track adjacent to the South, accessed via the
indoor athletics track or at higher level from the walkway above.
The indoor athletics track building element is approximately 120m long, and is built along the line of the
original Main Central Axis of Joseph Paxton’s Crystal Palace plan of 1851, indicated on a plan print of c1857.
This level also contains large back up areas in support of the main sporting facility, namely changing facilities,
plant, stores and wc’s.
FIGURE 5.2 EXISTING BUILDING – LEVEL 0 (SK006)
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Level 1
As illustrated in Figure 5.3, the main sports hall is located at this ‘intermediate’ level, accessed via a concourse
that runs along the back of the lower level spectator seating zone overlooking the main swimming pool space.
WC’s and back up spaces are located at both ends of the circulation spine.
FIGURE 5.3 EXISTING BUILDING – LEVEL 1 (SK007)

Level 2
As illustrated in Figure 5.4, this is the main entrance level to the NSC. Access is via a flat roof above the
indoor athletics track, which forms a high level pedestrian route to the main entrance doors, which are
located centrally on the façade and line through with the main central circulation spine within the building.
The tapered concrete tree like structure is immediately visible upon entry to the building, forming an
impressive initial wow factor for visitors to the building.
The small reception area is located just to the left of the main circulation spine, and there is a café space
outside the reception control area which allows visitors to use this facility without the need to buy a ticket,
which makes good commercial sense. The café obtains views of the park via full height windows, although
admittedly these views are heavily compromised via the location of the indoor athletics track which cuts
right across the façade and blocks lower level views toward the park. Offices/ boxes located along the back
edge of the café appear to block views from the café into the sports hall below which could be a missed
opportunity.
The main circulation spine links to a large oversized balcony space that overlooks the main sports hall, and
is typically set out with floor mats for fitness training, children’s activities and other classes. The circulation
spine then exits the building to the North providing ramp and stair access to five a side pitches externally.
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5.3 PAXTON MAIN AXIS (SK020)
A key component of the approved masterplan is the reinstatement of the main central pedestrian axis
established through the park as part of Joseph Paxton’s plans for the National Exhibition of 1851. It linked the
Crystal Palace building at the head of the hill to the West of the site down through the centre of the park to
the East gate, via a series of landscaped terraces.
In Figure 5.6 below the 1857 site plan is overlaid onto the current site ordnance survey plan, with the old axis
in red and the current NSC main building clearly indicated.
FIGURE 5.6 PAXTON MAIN AXIS - 1857 PLAN OVERLAY (SK020)

5.4 SITE APPRAISAL (SK021)
As illustrated in Figure 5.7, the entrance façade of the main NSC building faces approximately South West,
and offers great potential for a terrace and café space to take advantage of natural daylight throughout the
day and evening.
The building is located adjacent to the main pedestrian circulation axis through the park (and in fact the
indoor athletics track is built right over this route for a length of more than 120m) so there is significant
potential for a direct connection to the reinstated Paxton Axis. The building and possibly a new square
could become a main node or feature point along this key route.
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6. Emerging development options

6.1 INTRODUCTION
Drawing upon the research detailed within this report, this Section summarises key findings with respect to
the future role of the NSC, GLA objectives for the site and key assumptions underpinning development options
for the site.
We then review emerging options for each component of the NSC site against these findings, to inform the
development of seven site options for consideration by the GLA, ranging from closure or retention as is,
through to major re-development.
In summary this section is structured as follows:
•
•
•
•
•
•

Role of the NSC
GLA NSC development objectives
Other key assumptions underpinning development options for the site
Development options for each facility
Site development options - summary
Site development options - financial and non-financial appraisal.

6.2 ROLE OF THE NSC
Drawing upon the research detailed in Section 3, the anticipated future role of Crystal Palace NSC can be
summarised as follows:
•

Predominantly a community, school and club sports facility

•

Some wider sub-regional use and limited regional use for some key facilities, such as the 50m pool and
diving pool (eg for club competitions and training camps), but for the NSC as a whole this is expected to
be less than in the past

•

Continued provision for long-term commercial and educational tenants where feasible (see key
assumptions below).

It is essential that any future plans for the site take account of these roles, both in terms of facility
provision, design and management (eg making the centre more welcoming and providing more family
focussed activity). This is essential if usage and income generation from these market segments is to be
optimised, to compensate for any loss resulting from reduced event and elite training activity.
Partnership working with the five surrounding boroughs, to ensure the NSC is recognised as a key facility for
their residents, and one that can support delivery of their sporting and community physical activity
objectives, will also be critical.
6.3 GLA NSC DEVELOPMENT OBJECTIVES
Based on our work to date, and extensive discussions with the GLA project team, we can summarise key
GLA objectives for the redevelopment of Crystal Palace NSC as follows:
1. Financial objectives:
 Reduce financial subsidy
 Minimise upfront capital cost
 Optimise sustainability/ financial viability.
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This will include making the NSC work harder by consolidating/ upgrading under-utilised spaces and
bringing in new revenue generating tenants/ activities, as well as ensuring any new build components can
bring capital to the scheme and/ or generate strong revenue streams.
2. Planning/ development context objectives:
 Aligning development plans with the wider development/ planning context
 Identifying opportunities which are in line with the masterplan, or reflect its core principles
 Ensuring plans do not compete with, and ideally complement, ZRG plans, whilst also being deliverable
and financially viable on their own.
3. Market context objectives
 Supporting high quality community, school and club sport in line with identified local, sub-regional
and regional need
 Supporting educational use of the site aligned to local need
 Reflecting the needs of national sports governing bodies/ organisations
 Supporting ongoing on-site provision for existing commercial and educational tenants.
4. Community/ local stakeholder objectives:
 Identifying opportunities which ‘give something back to the community’
 Making the site attractive and welcoming to the local community and optimising the range of
activities available to them including a greater focus on family activities
 Meeting the needs/ aspirations of local residents/ other interest groups
 Aligning new plans with the approved masterplan where possible eg reinstatement of the Paxton
Axis and returning the park to its original landscaping where viable.
These GLA objectives have underpinned the development of the emerging NSC facility/ site options detailed
in this section.
6.4 KEY ASSUMPTIONS
Three key assumptions, which have emerged from the research undertaken and informed our consideration
of development options for the NSC site, are as follows:
1.

Continued provision for major tenants
The GLA recognises that there are a number of existing tenants on the NSC site which play an
important role within the local community (whether it be through the provision of physiotherapy,
college education or other services) and provide important revenue streams for the NSC. Where
possible, the development options aim to retain provision for these tenants within the overall site.

2.

Cost Neutral New build
In light of the GLA’s financial objectives, a further key assumption is that any new build development
on the site should only be supported where it is cost neutral to the GLA or where it makes a financial
contribution to the wider site.

3.

Reinstatement of the Paxton Axis
As detailed in Section 2, this was a key component of the approved Masterplan and the Heritage
Lottery Bid for the wider Crystal Palace Park. This is considered a fundamental element of the overall
design of the Park and, as it runs straight between the main NSC building and the athletics stadium, it is
a key consideration for the future development of the GLA owned site.
Reinstatement of the Paxton Axis has a number of fundamental implications for the NSC facilities,
many of which are connected to the current walkway/ bridge link in some way. These include:
 Raised Paxton Axis demolished, along with the indoor athletics track on which it currently sits
 Bridge access between the Paxton Axis and main NSC building demolished
 Crystal Palace Weightlifting Club demolished as it is located below the current bridge.
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Reinstatement of the Paxton Axis will result in the positioning of the following facilities changing from below
the Paxton Axis/ bridge link to being at ground level. Works to improve their appearance, or demolition, may
therefore need to be considered:





25m pool building
Bar
Indoor 5 a-side
AGP.

Reinstatement of the Paxton Axis will also have the effect of opening up the ground floor level of the NSC
building, offering an opportunity to reconfigure the main NSC building to create an ‘Active Frontage’. This
could include, for example:
 Café relocated to Ground floor and opening out to the front of the building
 Reception relocated to Ground floor
 Optimising usage of some of the multi-purpose spaces at Ground floor eg Children’s soft play in the
current Dry Dive Hall
 Relocating health and fitness provision to the current café space.
6.5 DEVELOPMENT OPTIONS
Informed by our research findings (Sections 2 to 5), we identified potential developments for each of the
facilities within the NSC site, as summarised in Table 6.1 on the following page. These options were all
subject to a detailed financial and non-financial appraisal process, as summarised in Appendix C.
The financial appraisal process considered the marginal net capital costs, as well as revenue implications of
each option to create a 25year cashflow based Net Present Venue (NPV) for each option. The non-financial
appraisal considered how each option fits with the planning/ development, market context and
community/ local stakeholder objectives for each development option.
Each facility option was reviewed individually and in combination with other related facility components to
inform a shortlist of development options.
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DEVELOPMENT OPTION 1 – FINANCIAL OPTION
As noted above, the main driver for this option is to optimise the net income of the site. It therefore includes
closure of facilities or services where a subsidy is required to operate or maintain these.
A block plan illustrating this option is provided in Figure 6.1 and this is followed by a summary of the key
components. A detailed summary of this option is provided in Appendix C and an A3 plan is provided in
Appendix D.
FIGURE 6.1 FINANCIAL LED DEVELOPMENT OPTION
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7.4 SUMMARY
The GLA shortlisted NSC development option, with variations, as detailed within this section, is not intended as
a final plan for the site. It is presented as a ‘development concept’ to inform ongoing community consultation
and to support further detailed analysis of the financial modelling, business planning and procurement options
for the site. The key findings from these processes are provided in Sections 8, 9 and 10.
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8. Shortlisted option – financial modelling & business planning
8.1 INTRODUCTION
This section assesses the projected management fee that is likely to be required from a leisure operator
managing the new NSC facilities when the contract expires in March 2016. It covers:
•
•
•
•
•
•
•
•
•

Facility mix assumptions
Model assumptions
Capital costs
Lifecycle costs
Income
Operating costs
Usage projections
Profit and loss account
Affordability summary.

This assessment is based on a financial model, developed by FMG Consulting Ltd and detailed in Appendix
F, which includes all operating revenue and costs, building and equipment lifecycle costs, capital costs,
financing costs, VAT and affordability.
It should be noted that whilst the projected management fee provides a balanced view on income and
operating costs, based on robust modelling and industry comparators, at this early stage it does not
necessarily reflect the:
•
•
•

Strategic value of the facility (geographic and reputational etc)
The implications of a longer term contract
Forward risks associated with full transfer of maintenance.

PLEASE NOTE, as agreed with the GLA, this financial model and business plan only concerns the core NSC
facilities detailed in Section 7 at this stage. It does not include any of the proposed provision on the stadium
site (athletics track, school, college, cultural attraction etc), which is being considered as a standalone
development. Wider park provision is also excluded, on the assumption that the Lodge and residential
property will be directly managed by the GLA and will be excluded from any future operating contract.
These areas will be subject to further analysis by the GLA at a later stage when there is more clarity on the
scope of facility provision and associated capital/ revenue funding and management options.
8.2 PROPOSED FACILITY MIX
The NSC facility mix upon which this assessment has been undertaken, reflects the shortlisted option
detailed in Section 7. This is summarised in Table 7.1
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Premises costs
Premises costs include national non-domestic rates, utility costs, maintenance, insurance, security and
cleaning, as well as the operator’s annual provisions towards building and lifecycle maintenance. FMG has
made provision for these costs of £889,000, excluding the lifecycle funds (referenced above) of £198,000.
For comparison, the premises costs (excl. lifecycle) for the current operation are circa £1.4 million. However
some adjustments need to be made against this number for NNDR which has been excluded. Adjustments can
also be made on maintenance and utilities resulting from the demolition of some facilities (eg indoor athletics
hall) or their exclusion from the core NSC contract (eg the lodge). With these adjustments, a comparable figure
is £1.041 million.
Therefore when comparing the projection for the new facility (£889k) with the adjusted current cost (£1,041k),
there is a difference of circa £152,000, which is made up of savings in maintenance and utility costs offset by
some other premises costs including security officers for the Sports Centre.
The savings in utility costs and maintenance represent the overall costs of these functions at a national
benchmark level.
Marketing
It is understood that marketing is a central cost of the incumbent operator and as such it is not included in
their figures directly, although some on-site marketing costs of circa £23,000 were identified.
A rate of 3% has been applied on income as a marketing and advertising provision and under the new
contract this will be available to the Sport Centre. As a result there is budgeted provision for marketing of
£80,000 in Year 1 rising marginally over the following 4 years to £84,000 in line with income.
Other costs
These costs include stationary, postage, telephone costs, professional fees, banking and audit costs, quality
assurance costs and other consumables not identified elsewhere. FMG has included a provision of circa
£60,000 per annum, which is lower than the current projected cost, however this included circa £50,000 for
telephone recharges from the incumbent operators Head Office as a recharge.
Cost of sales
The cost of sales shown relates to the income generated from catering and retail sales and has been applied
as follows:
• Main catering - 55%
• Vending services – 45%
• Retail – 40%.
Overheads and Profits (OHP)
This includes the new operator’s provisions for profit/contingency, the recovery of some of its Head Office
costs, VAT that is unrecoverable due its tax status and leasing costs (which are normally managed centrally
at Head Office).
The following assumptions have been used in the calculation of overheads and profit:
• 20% of income is recoverable on goods purchased
• Recovery of head offices costs is 5%
• Profit and contingency 3%
• Leased assets annual cost £270 per £1,000.
The total provision included in the model is circa £460,000 per annum. In comparison, the current operator
has a provision of £510,000 (which excludes irrecoverable VAT of circa £100k plus).
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9. Procurement and Management Options
9.1 INTRODUCTION
In taking the development options forward, the GLA will need to consider procurement and management
options for the proposed developments. This section therefore reviews the procurement and management
options available to the GLA. It is structured as follows:
Procurement options:
• Procurement Regulations
• Procurement Options for Construction Works
• Procurement Options for Leisure Operator
• Key Timings
• Financial Implications
• Summary
Management options:
• Overview of options
• Impact for the NSC.
PROCUREMENT OPTIONS
9.2 BACKGROUND TO CURRENT PROCUREMENT REGULATIONS
There is a requirement that the GLA should adhere to the EU Public Procurement Directives, which have
been adopted by the UK government and all public bodies in the form of The Public Contracts Regulations
2006 and 2009. The purpose of the EU Directives is to ensure the free movement of goods and services, to
open up competition for public contracts and ensure transparency due to the large amount spent by public
bodies.
There are three main EU procurement routes that may be used to secure public works and services
contracts (valued over specified financial thresholds) where they fall over the current limits:
•
•

Works - £4.322 million (as at January 2014)
Services - £172,514 per annum (as at January 2014).

Where works or services fall under the thresholds, there remains a need for openness and transparency by
the relevant public body, but there is no requirement to follow the procurement routes below. In terms of
services, there is also an exemption for a number of sectors including leisure. These currently fall under
‘Part B’ and also do not have to follow the procedures below.
Planned changes to the regulations
The new Public Sector Procurement Directive was adopted in January 2014 with implementation in member
states within 24 months of the date of adoption. The UK Government consulted on the new directives in
September and October 2014. The regulations must be enacted by April 2016 at the latest but the UK
government is committed to implementing them as quickly as possible.
One of the key features is the abolition of the Part A and Part B services distinction. Leisure services are
therefore expected to be subject to the full procurement regulations including the requirement to advertise
in the OJEU and follow one of the standard procurement procedures.
The details are still being finalised but this means that all contracts for services listed in an a particular
Annex to the Directive (which includes leisure) above 500,000 Euros will be required to advertise using an
OJEU contract notice or Prior Information Notice, comply with national procurement rules to ensure
transparency and equal treatment and publish a contract award notice.
If the contract for services is below 500,000 Euros then the procuring bodies own internal rules need to be
followed and the contract does not have to be advertised via OJEU.
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This should not impact on the construction of leisure facilities which will continue to be dealt with as
Works Contracts and will be subject to the Public Procurement Regulations where they exceed the current
financial threshold of £4.3million.
9.3 PROCUREMENT OPTIONS FOR CONSTRUCTION
This section provides details of the different procurement options for delivering the design, demolition and
construction works on the NSC. There are a number of different types of contracts for the procurement of
these works, and variations thereof, but we have covered the primary options as follows:
A.
B.
C.
D.

Traditional Building Contract
Design and Build Contract (1 Stage)
Design and Build Contract (2 Stage)
Design, Build, Operate and Maintain (DBOM) Contract.

A. Traditional build contract
In the traditional design and build construction project, the GLA enters a contract with an architect to design
the project. The architect may employ other "sub-design consultants" such as engineers to assist in the
development of the design stages. When the design is complete and approved by the GLA, the tender
documentation is prepared and bids are solicited from building contractors. Following evaluation, the GLA
enters into a separate contract with a building contractor for a fixed price to construct the building. This
process therefore requires two EU compliant procurements for the design team and the construction team.
There may be practical risks around the build-ability of the design and there may be issues that the design is
not the most efficient to construct. This can be overcome by engaging a building contractor early in the
process to provide input into the design before it is "completed" by the relevant design consultants.
However, this requires early selection of a contractor before a fixed price for the construction works can be
agreed (normally using a two stage process).
Under this Traditional approach the GLA retains responsibility for both the development of the design all
the way through the process and any delay in providing design information from its professional
consultants to the building contractor. Using this approach will allow the GLA to have full control over the
design and be able to select its own leisure operator. There is no requirement for the GLA to appoint a
separate Employers Agent, as the GLA's design team will manage the whole process and monitor the
construction phase
The disadvantages include the resource implications of managing two procurement processes (Construction
and Operation), timescales (which are notoriously longer) and taking responsibility for design risk.
Under this type of procurement, a separate exercise is still required to procure a leisure operator.
These advantages and disadvantages are summarised in Table 9.1.
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Design and build contracts provide single-point responsibility for the GLA. If the GLA has a problem with the
facility, they need only call the contractor, alleviating any need to liaise or, where there are serious issues, sue
both architect and contractor individually.
The design-build process also increases the likelihood that the building will be constructed within the GLA
budget. Contractors can often provide better prices and information regarding construction methods than
architects but this is dependent upon what design information is provided to the bidders. The contractor is
able to conduct value engineering and constructability analysis from the moment they are engaged in the
process, which can reduce the cost of the project.
Design and build projects are often completed sooner than traditional build only projects. A contractor can
start construction before the final design is completed. The contractor can provide early project scheduling,
and can order long-lead time items before the design is completed. In the traditional build only contracts, the
design generally must be completed before bids are let.
In a design-build contract, the GLA cannot rely on the architect to act as his or her representative during the
construction process (following transfer) and will need to retain the services of a construction project
manager to represent their best interests following the transfer of the design services to the contractor.
In summary, using the design and build contract provides the GLA with the opportunity to select their own
leisure operator to manage the facility, and transfers the design and construction risk to the building
contractor (post transfer). The GLA will retain planning risk, the same as the Traditional approach.
The disadvantage with this approach is that it does not provide an integrated solution (no operator to
inform the design, although this can be mitigated by timing the D&B process to enable operator input), the
capital cost of the facility may impact on the GLA's VAT position and there are risks associated with the
future operation of the facilities. Under this option the leisure operator would still need to be appointed
under a separate procurement exercise.

74

In the last 12 months a number of contracts have become management “receipts” rather than the traditional
management “fee”. These contracts also include risk transferred to the operator including utilities price and
quantity used, plus full maintenance repairs and replacement whilst having an income share arrangement in
place. However given the nature of the NSC, our operating projections suggest that a management fee will be
payable.
9.12 IMPACT FOR THE NSC
A key issue for the GLA will be whether it considers setting up its own leisure trust or put the contract out in
the market. There are some positives of having a leisure trust, in that it could provide a focal point for the day
to day management of the facility and park and members of the local community could be the Trustees.
However the down side of this would be that it will lack the economies of scale that the private sector
providers can deliver, the overhead costs will be much higher than that charged by private sector or existing
leisure trusts, and the risk of failure will be borne by the GLA.
Given that the facilities are out to contract at this time, it would make sense for a new contract to be issued
to the market. On this basis, the value for money test is met from a market review and the larger private
sector or multi-contract trusts will have economies of scale both in terms of purchasing power (equipment,
utilities, maintenance etc) but also sharing the benefits of centralised sale, technologies and systems (eg
swimming lessons, fitness programmes and monitoring) and management of activities and marketing that
increase and retain participation.
The private leisure operators or trusts all have standardised and well-developed programmes and service
offers that you would expect from the private sector. Where fitness was once the jewel in the crown,
swimming has been marketed and developed, especially lesson programmes which are 50 weeks a year
with payment by direct debit. The café is seen as the third income generator with bidders developing their
own brands similar to the fitness branding in the early days when leisure was being outsourced.
In reality, a new leisure Trust is unlikely to compete in this market, against the private sector or the multicontract trusts as it has to bear the full cost of its central management and systems that support its
operations. To take on the risks and provide a lower management fee to the GLA is unlikely to be
deliverable or sustainable.
In terms of a checklist for the GLA in deciding the best approach to take this forward, the GLA will need to
develop its procurement strategy for the new management arrangements:
•
•
•
•
•
•

What route should be selected (Open, Restricted, Competitive Dialogue, Negotiated)?
Does the GLA have sufficient time to proceed with all its procurement options for the operation of the
new facility?
Does the GLA know what it wants from the operator?
What level of capital investment does it require from the operator?
What length of contract would the GLA provide to an operator?
What types of service, facilities and outcomes does the GLA want to have in the contract?

We would recommend that the GLA undertake some level of soft market testing with the market to
understand the appetite for its Contract, the best timing to start the process (the market is very busy) and
their thoughts on how they can add value to the facility.
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Analysis of the community consultation responses
Opinion Leader was appointed to inform the design of the consultation process and lead on the collation and
analysis of responses across all three methodologies.
Communication of the community consultation methodologies
The GLA was responsible for directly communicating these research methodologies to the local media,
tenants, clubs, politicians, the local community and other local interest/ stakeholders groups, as appropriate. A
press release was issued by the GLA, with links to the Online Survey on both the GLA and CSM Strategic
websites. Based on the Regeneration team’s previous local consultation experiences, there was also a heavy
emphasis on using social media to support communications.
To support awareness of the process, the advisory team also:
• Distributed A5 flyers (see Figure 10.4) in the National Sports Centre/ park with the support of GLL, giving
details of the exhibition and links to the online survey. In total, over 1000 flyers were handed out by the
end of the consultation period
• Placed A1 posters in storm boards on either side of the Bridge Link, to advertise the exhibition to park
users
• Placed A3 posters around the park to notify park users of the consultation process.
FIGURE 10.4 SUPPORTING MATERIALS – A1 POSTER (LEFT) AND A5 FLYER (RIGHT)

10.3 COMMUNITY CONSULTATION FINDINGS
Opinion Leader summary findings
Opinion Leader’s full report on the community consultation process is provided in Appendix G. A summary
of the key findings is provided in Table 10.2, whilst a summary of key findings relating to each of the key
facilities is provided in Table 10.3.
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11. Summary and the way forward
11.1 INTRODUCTION/ METHODOLOGY
This report summarises the findings of the GLA led Crystal Palace NSC Development Options Appraisal
undertaken by CSM Strategic, FMG Consulting, Opinion Leader and GT Architects. The key objectives of the
Options Appraisal process can be summarised as follows:
•
•
•
•
•
•
•
•
•

Provide strategic guidance to inform long term ownership/ management role
Inform the management retendering process (current contract ends in 2016)
Inform ongoing investment
Reduce current financial subsidy
Optimise financial sustainability
Meet the needs/ aspirations of local residents
Clarify the future sporting role of the NSC
Align plans with the wider development/ planning context
Effective stakeholder engagement.

In response to these objectives, the project methodology started with an initial market appraisal involving
background research and consultation, in tandem with a site and financial asset appraisal. A full list of
options for each facility on the NSC site was then developed, from which seven overall site development
options were shortlisted and presented to the GLA for their consideration.
The GLA shortlisted one development option, with variations, for further financial modelling and as the
basis for a community consultation exercise involving an online and hard copy survey, as well as a public
exhibition. The consultation process aimed to inform ongoing development of the GLA’s plans for Crystal
Palace NSC, rather than being a ‘sign-off’ or a formal planning consultation. A review of procurement
options for the scheme was also undertaken.
It should be noted that limited key stakeholder consultation was undertaken at Market Appraisal stage,
with more comprehensive club and community consultation taking place following production of shortlisted
options for the NSC. The rationale for this approach was to provide options on which effective feedback
could be provided, as a lack of upfront information was seen as a barrier to effective community
engagement on previous park related projects.
A summary of key findings from each stage of the methodology, together with key recommendations for
the way forward, is provided below.
11.2 MARKET/ ASSET APPRAISAL
This process considered the development, market, site and financial context relating to the future
development of the NSC. Headline findings are summarised below.
Development context
Section 2 considered site location, ownership, stakeholder, planning policy, current development planning
and transport issues which will need to be taken into consideration in assessing options for the NSC site. In
summary, the report concluded that any development plans for the NSC site should:
•
•
•
•
•
•

Reflect the approved master plan where possible (eg reinstatement of the Paxton Axis)
Minimise the visual impact of any development on the site
Focus on sports, leisure and cultural uses
Ideally complement ZRGs plans but also be independently deliverable and sustainable
Minimise car parking requirements
Support development of the wider park where possible.
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Market context
The market appraisal process, whilst high level/ strategic in nature (in the absence of club and community
consultation at this stage) aimed to understand relevant local, sub-regional/ regional/ national development
needs and opportunities for the NSC site. It identified support for a wide range of sporting, educational,
cultural and leisure opportunities focussed on improving/ relocating/ reconfiguring existing facilities and new
build provision, as well as demolition of some facilities which are considered dated and/or no longer required.
Financial appraisal
The financial appraisal considered the net cost of operating the NSC as well as its performance and that of the
varied facilities within it, to inform future development options.
The overall cost of the NSC, after taking into account payments made by the GLA and the net operating cost to
the Operator, was c£1.15million in 2014. In addition to these costs are £8.5 million of capital works identified
by Drivers Jonas Deloitte which would add £560,000 to the annual cost.
From a financial perspective, the appraisal concluded that there are a number of facilities that should
remain, albeit in a different size or format. Some facilities could be removed and not replaced, whilst others
could be replaced by more financially attractive net revenue streams reducing the forward risk to the GLA.
To achieve the GLA’s financial objectives it was also considered important to get the NSC facility right
before contemplating other options for land around the facility. Furthermore, based on GLA financial
objectives, any wider site plans should be cash positive or neutral.
Site appraisal
The site appraisal process informed an understanding of the NSC ‘estate’ in terms of the quality, investment
needs and possibilities afforded by the assets. The key physical constraints associated with the buildings
were reviewed, in terms of refurbishment and adaptation, along with identification of areas for
redevelopment or parcels of the site on which new activities could be focused.
11.3 DEVELOPMENT OPTIONS
The findings from the market/ asset appraisal process were used to inform an understanding of the role of
the NSC, GLA development objectives and other key development assumptions. These findings, combined
with our facility specific research findings, were then used to inform options for both individual facilities
within the NSC site, as well as overall site development options. These findings are summarised below.
Role of Crystal Palace NSC
Based on research findings, the anticipated role of the NSC can be summarised as follows:
•
Predominantly a community, school and club sports facility
•
Some wider sub-regional use and limited regional use for some key facilities, such as the 50m pool and
diving pool (eg for club competitions and training camps), but for the NSC as a whole this is expected to
be less than in the past
•
Continued provision for long-term commercial and educational tenants where feasible.
GLA NSC development objectives
Based on research findings and extensive discussions with the GLA project team, we can summarise key
GLA objectives for the NSC as follows:
1. Financial objectives:
 Reduce financial subsidy
 Minimise upfront capital cost
 Optimise sustainability/ financial viability.
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Key facility actions:
• Outdoor athletics - Only options which retain outdoor athletics track provision be taken forward
• Indoor athletics – Full assessment of need/ demand for reprovision of indoor athletics at Crystal Palace
and in South London to be revisited with input from key stakeholders. Feasibility of varied options for
reprovision to be investigated
• Wet side provision - Further development work be undertaken on options to increase flexibility of the
pools, without detrimentally impacting on existing uses – to include both feasibility work on the technical
options for each pool, as well as a review of future programming and usage working with the clubs
• Indoor diving – Need/ options for continued indoor dry-side diving provision to be reviewed, informed by
club consultation
• Outdoor athletics – (Assuming retention of outdoor athletics track provision) investigate, in partnership
with the clubs, the scale of spectator seating and other ancillary facilities needed at CP NSC
• Usage information – Collation of accurate usage information to be actioned
• Capel Manor site options - Alternative site options for Capel Manor reprovision to be considered - to
include consideration of options to combine college and indoor athletics provision and seating
• Primary School - Detailed review of all site options for primary school provision to be supported
• Children’s Museum - Opportunity to be consulted on at the right time.
Communication/ engagement actions:
• Inform concerned stakeholders where there are no plans to change existing facilities eg gymnastics
• Purpose of the consultation process to be re-communicated
• Further consultation with key planning authorities to be undertaken in the next stage of work
• Address concerns relating to new access proposals – not currently supported by the GLA
• Relationship between the CP NSC and ZRG plans to be clarified
• Ongoing community/ club engagement plan to be communicated.
Financial/ management/ procurement actions:
• Further detailed financial appraisal, operational, procurement and management options appraisal work
is recommended once there is greater clarity on the proposed facility mix.
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