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Invitation to Tender
Elgiva Theatre & Moor Gym & Swim 
Business Plans and Financial Models

Introduction
Chesham is located in the South Eastern region of Buckinghamshire, 11 miles from the county capital Aylesbury, and is its 3rd largest town.  As the largest town in Chiltern District it lies in a steep-sided valley 28 miles North West of London.  Assimilating the old and the new, Chesham is a successful combination of market town, industrial centre, commuter dormitory and bustling and vibrant community.  It has a population of over 21,000 with many residential areas, businesses, industrial centres and a pedestrianised High Street featuring numerous specialist individual shops, alongside national retailers.
Chesham is a characteristic Chilterns market town, with a twice-weekly general market and a monthly local produce market. The Elgiva Theatre, Lowndes Park and the open-air heated swimming pool at the Moor Gym & Swim are just two of the many public amenities available in the town, and it is renowned for its community spirit with many recreational and community groups catering to Chesham's diverse and active population.  As a commuter dormitory sitting at the end of the Metropolitan line, it offers excellent links into London with regular trains every hour.  In contrast, it is surrounded by the Chilterns Area of Outstanding Natural Beauty, and is a great place to begin exploring the Chilterns countryside and is the starting point for many local walks.  Chesham is the first Walkers Are Welcome town in the Chilterns and is committed to promoting walking in Chesham and the Chilterns. Chesham is also the birthplace of the beautiful River Chess, a Chilterns chalk stream, providing wonderful scenery and wildlife habitats.

Chesham Town Council is unusual in that it owns and manages two standalone business units, the Elgiva Theatre and the Moor Gym & Swim.  Each unit is a highly valued community asset that regularly supports and engages with various groups and stakeholders.  Both units are currently subsidised by the local residents and the Town Council is keen to support and develop both units, increase revenue opportunities and guide each business towards a greater degree of self-sustainability.  It is important to note that many of the Elgiva and Gym & Swim customers are not Chesham residents and travel from across the Chilterns and nearby Hertfordshire to use the facilities.

The Elgiva Theatre:
The Elgiva Hall opened in its original location in 1976 and is named after Lady Elgiva, wife of Saxon King Edwy and the daughter of Ethelgiva (murdered during the constitutional crisis of 957-8), and she was sister to Ethelwerd who wrote the Latin Chronicle.  Lady Elgiva created the first record of Chesham in bequeathing her estate of ‘Caesteleshamm’ to the abbey at Abingdon in 970 AD and concise studies place her life and actions within the context of Saxon England and reveal the importance of her legacy for the history of Buckinghamshire and, in particular, Chesham.  In 1998, having made way for an enlarged supermarket development, the New Elgiva was rebuilt as a purpose-built theatre and cinema on its current site, with the official reopening performed by Danny La Rue!  Now rebranded, The Elgiva is a 300 seated / 400 standing capacity theatre, with a digital cinema that allows it to show both films and live theatre / opera productions.  The Elgiva presents a wide-ranging programme of professional and amateur productions, top comedy, musicals, ballet/dance, one night shows, a professional pantomime, an eclectic range of movies, exhibitions, weddings and other public and private events, all of which are supported by top of the range 3D visuals.  The Elgiva has recently started streaming live theatre, which is proving incredibly popular.
The Moor Gym & Swim:
The Moor Gym & Swim is over 100 years old and a treasured community facility.  Whilst the current pool was constructed in 1964, there has been an open-air pool at Chesham's Moor since the late 19th century.  Bathing in the stream on the Moor was an old Chesham custom, but in the 19th century nearby residents complained about the "bathing nuisance" to the Urban District Council.  The Council abated the nuisance by surrounding the bathing place with a concrete wall topped with a corrugated iron fence and thus the town’s first swimming pool was born.  The pool has come a long way since those times; it is virtually chemical free, being the first outdoor pool in the UK to use the latest ionisation technology for cleaner, healthier water.  The pool is now open all year round with an average summer season temperature of 28⁰C/82⁰F (April to October) and a minimum winter temperature of 24⁰C/75⁰F, which is perfect for triathlon training.  Swimming lessons, aqua workout classes and inflatable sessions mean there is something for everyone; Twilight Swims and Christmas Day Swims are very popular and the pool can even be hired for private parties.  The gym includes state-of-the-art equipment, has no contract or joining fee, is open 7-days-a-week and offers a range of classes from Thai boxing to yoga.  There are also two outdoor courts suitable for tennis, basketball, netball and football.
The current building and layout are limiting factors in both the improvement of the current provision and the potential to increase user capacity to secure, develop and grow its future business.  A recent Town Council marketing review highlighted the strengths of the Gym & Swim as a community facility, which is well supported by a loyal membership and staffed by a very dedicated team.  Its value is widely recognised but the facilities and building are dated and sub standard, and in need of major renovation.

The Future:
In 2017 the Council reached a consensus that we should be ambitious and plan more comprehensively for the future of both business units.  We identified a need for a thorough evaluation of the current facilities and a comprehensive exploration of the potential to improve and / or expand them in order to assess whether either or both businesses can move closer to a position of self-sustainability and possibly even profitability.  CTC engaged the services of a qualified and experienced architect and commissioned outline design plans for extension projects for both organisations.  Initial designs have been delivered and a Quantity Surveyor has provided baseline costs for each in order to inform the preparation of business cases.  The projects have identified opportunities to improve and extend the current facilities, and ways in which to raise the standards of the current spaces, enhance the quality of the facilities, expand and improve the scope of the user experience, and explore opportunities to provide new services that will grow the user base, increase income and secure a better and stronger community facility for the future.
There has been extensive discussion around potential uses of new and existing spaces.  The Council appointed a Marketing Manager a year ago that has been responsible for driving business at both organisations.  The Elgiva facilities present a modern business that can be effectively marketed.  However, the age, size and layout of the premises at the Gym & Swim are seen as hindering factors in increasing use of the gym and expanding the offer of services.  This could in turn limit the potential results of any future marketing campaigns and initiatives to increase turnover and profit.  Major upgrades to the facilities would address such concerns.
This all takes place against a backdrop that includes the production of a new Local Plan that is being prepared by the local planning authority, Chiltern District Council, and a supplementary Masterplan for town centre redevelopment and rejuvenation led by Chesham Renaissance, the local Community Interest Company.

Project Objectives:
Chesham Town Council would now like to engage with an outside agency or agencies to assess one or both business expansion projects, and assist the Council to build an informed business plan for each with corresponding financial models.  We are seeking a consultant/s with a proven track record in sports and leisure and / or theatre development who will, following targeted consultation among current stakeholders (residents, users and elected members) and potential users/commercial partners, undertake a business study and provide a suite of options centred on a selection of costed, viable end uses and different models of management, which will subsequently be refined to provide an exemplar offer. The consultant will also produce a robust financial model evidencing the return on investment and suggesting routes to funding.   


The chosen agency or agencies would work closely with elected Members, Officers within the existing management team at the Town Hall, and with the operational teams based at the Elgiva Theatre and the Moor Gym & Swim.

Purpose:
The purpose of the next phase work is to review and collate all existing documentation, and to develop a suite of evidenced options, which, subject to appropriate investment, provide viable and sustainable offers for either / both projects.  It should present a strong business model for each in respect of how the enhanced facility could be used and consider demand for any and all appropriate end uses in a local and regional context.  This should enable the Council and potential external funders or private sector partners to make an informed decision as to whether to proceed to the next level of investment.
The study is likely to be used to support funding bids.  Please consider this when submitting your tender response and subsequent business study and plan and make your own recommendations in this respect.  It should also cover an assessment of the market, review demand and demonstrate clear strategy for re-use based on research.  It should also provide robust evidence with clear recommendations to assist in project planning.
Chesham Town Council’s objectives are:
· To enhance both sites to provide facilities which meet the future demands of all end users within the local and far-reaching community.
· To support our annual objective to ‘Continue to support the Town’s business assets, the Elgiva Theatre and the Moor Gym & Swim, in their efforts to modernise, provide improved facilities and services and best value for local Tax Payers’;
· To assess the viability of investing in each site and the strongest and most commercially prudent method of funding works;
· To assess the feasibility of working with external partners;
· To make significant reductions in the Council subsidy for both sites, including management and repairs and maintenance liabilities and the servicing of any loan required to invest in the site;
· To safeguard the future of the buildings on the site through repair and new, imaginative, sustainable uses;
· To assess the options for management of the site/s;
· To explore greater use of both sites in order to enhance community participation and enjoyment.

Deliverables:
The main deliverables for the study will be:
1. To review all existing documentation, and undertake an options appraisal for end use;
2. To review national and international best practice models;
3. To consult with staff, Officers, facility users, potential commercial partners and elected Members;
4. To gain an understanding of factors which could affect future performance;
5. To subsequently recommend to Officers and Members several end use options, providing evidence to support their financial viability and sustainability;
6. To refine those options into a final 2-3 options, with relevant management recommendations, for an Officer and Member options appraisal;
7. To produce a feasibility report and business plan in relation to each venue;
8. To produce a financial model detailing the financial sustainability of this end use/reuse for the medium and long term of each business; with reference made to CIPFA’s Prudential Code for Capital Finance in Local Authorities. 
9. To provide clear recommendations to enable project planning and funding applications.


Budget:
Chesham Town Council has allocated a budget of between £15,000 and £20,000 to deliver this work, depending on the commissioning of one or more agencies and the final agreed parameters of the project.

Project Timescale and Milestones:
The key dates for the work are highlighted below and are:
Tender responses to be submitted by 27th July 2018
Deliver initial end use options including draft business plans and financial model submissions by 24th August 2018
Final business plans and financial model submissions by 21st September 2018
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Submissions:
Submissions should include details of 
· How the deliverables and core objectives will be achieved;
· A clear track record in delivering similar pieces of work;
· A track record of experience assisting Local Authority clients and an understanding of the revenue/capital funding implications;
· Demonstration of an ability to achieve detailed financial assumptions;
· Ability to help clients identify opportunities and risks in relationship to longer term sustainability of business models;
· Evidence of supporting clients to develop their ideas into sustainable projects;
· References and case studies of similar work undertaken;
· What resources will be used to deliver the specific deliverable of the project/s;
· Details of personnel working to deliver the project/s;
· Details of how much time will be spent on each element of the work programme;
· A delivery timetable and how you will deliver against Chesham Town Council’s timetable and milestones;
· Information required from Chesham Town Council set against a timetable.

Assessment of Submissions:
Submissions will be considered against details provided:
	Heading 
	Information Required
	Weighting %

	Relevant experience 
	Give details of relevant projects you have successfully delivered and how this experience relates to and will enable you to deliver the business plan/s and financial model/s for either or both of the Elgiva and Gym & Swim projects. Provide project names and tender price.
	30%

	Appreciation of the task
	Please describe how you will achieve the deliverables. 
	30%

	Resources 
	Please detail what resource will be allocated to the project by identifying staff and time allocation.
	20%

	Methodology 
	Please provide a program of works detailing milestones and how funding will be allocated to each activity. 
	20%

	Timescale 
	Will the work be completed within the timescale, please answer yes or no. 
	Yes / No



Please note that there is an expectation of attendance at Town Hall for the following meetings as a bare minimum, please factor these into your tender.
· Inception briefing meeting with Council management team and facility managers.
· Briefing meeting with external architectural designer and quantity surveyor.
· Presentation of initial options to Officers and selected Members
· Presentation of refined options to Officers and selected Members
· Presentation of refined options to full Council.
N.B. Any Chesham Town Council owned or commissioned documents required by the tenderer can be provided in advance but must be kept strictly confidential.

Completed tender submissions should be returned in a sealed envelope to:-
Bill Richards, Town Clerk, Chesham Town Council, Town Hall, Chesham, Bucks, HP5 1DS
Or via email to:  townclerk@chesham.gov.uk 
Applicants are asked to read and understand the needs of the tender fully before responding and that any and all queries regarding this tender should be directed to the contact details above.
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