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Discussion Paper
Overview & Scrutiny Committee

26th February 2018
Leisure@Cheltenham Redevelopment Project - Project 

Governance Approach
This note contains the information to keep Members informed of matters relating to the work 
of the Committee, but where no decisions from Members are needed

1. Why has this come to scrutiny?
1.1 On 11th December 2017 Council approved the revised capital costs and a revised approach 

to managing a programme of capital works to Leisure-at Cheltenham. 
1.2 This discussion paper is being presented to this committee to explain the detail of how the 

project will be managed and for a decision to be made on whether further scrutiny is 
required.

2. Procurement and contractual arrangements

2.1 Council approved a revised approach to managing the financing and project management of 
the scheme which lead to the Council contracting direct with Alliance Leisure Services (ALS) 
and who will then deliver the project on behalf of the Council. It will be ALS that contract with 
the construction company, not CBC. In this regard, Alliance Leisure Services will be a 
development partner of the Council.

2.2 In terms of procurement, Alliance Leisure Services has been procured through the 
Denbighshire Access Agreement and Framework Contract. This is a 4-year Development 
Framework that Denbighshire County Council procured after extensive tendering process to 
demonstrate value for money that complied with OJEU rules. The access framework is 
available to all Public Sector organisations and utilises JCT or NEC construction contracts. 

2.3 Under the framework agreement, ALS undertake initial scoping work at risk and work up a 
feasibility study to determine affordability. Once the final scope of the project is determined 
by the client, ALS come back with a cost certainty proposal and the client then enters into a 
call off contract with ALS. 

2.4 This method of procuring capital works using the development partner route reflects the fact 
that local councils have decreasing resources to manage larger capital projects and enables 
councils to:

 Reduce the impact on internal resources in local authorities

 Obtain cost certainty at the beginning of the contract which is adhered to – cost 
certainty means cost certainty

 Gain clarity on what is being delivered as a result of the upfront testing, design and 
detail prior to signing a contract to provide cost certainty 

 Create best value for local authorities through market costing before the contract is 
signed and holding to prices throughout the project 

 Transfer the project management and contract management to a readymade team 
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who are experienced in particular areas of work

 Transfer the financial risk to the partner (Alliance Leisure Services), to protect local 
authorities from cost over-runs during and/or at the end of the project.

3. Project governance and day-to-day management
3.1 In terms of project governance, the project will be co-sponsored project between The 

Cheltenham Trust and Cheltenham Borough Council with strategic oversight being provided 
by the Joint Commissioning Group. The Joint Commissioning Group is the mechanism by 
which Cheltenham Borough Council and The Cheltenham Trust work together using a co-
commissioning approach to deliver capital development projects relating to CBC owned and 
TCT managed venues. 

3.2 Current membership of the Group is:
Cllr Flo Clucas Cabinet Member, Cheltenham Borough Council 
Jaki Meekings-Davis Trustee, The Cheltenham Trust
Julie Finch CEO, The Cheltenham Trust
Mark Sheldon Director Resources and Corporate Projects, Cheltenham Borough Council
Stephen Petherick Head of Commercial and Customer Services 
Richard Gibson Lead Commissioner for the Trust, Cheltenham Borough Council 
Jackie Rigby Programme Manager, Cheltenham Borough Council
Garrie Dowling Senior Property Surveyor

3.3 Scrutiny of the project will be via the Cheltenham Trust’s Audit and Governance Committee 
and the Council’s Overview and Scrutiny Committee.

3.4 In terms of project management, this will be undertaken in the following ways:

3.5 Alliance Leisure Services (ALS) will manage the project through to completion to an agreed 
cost and time, owning the risks on overspend and ensuring that adequate on the ground 
resources are available. The roles included in the contract encompass quantity surveyor 
skills, architect and project manager. 

3.6 ALS will work through Savernake Property Consultants (SPC) to manage the project and a 
sum of £55k is included in the project costings. SPC will provide the following services.

3.7 At the design development stage:
 Attend, chair and contribute to design team meetings as appropriate
 Co-ordinate the design development process and monitor works complete to 

Gateway Review
 Develop the construction risk register
 Monitor and review the programme and update as necessary
 Develop Employer’s Requirements in conjunction with the Contractor
 Establish checking / approval procedure for the technical specification
 Review outline proposals and indicative cost proposals as they develop
 Negotiation with the contractor to facilitate the preparation of Contractor’s proposals, 

including drawings, schedule of works and specification
 Preparation of building contract documentation
 Check and comment upon the Principal Contractor’s Construction Phase Health and 

Safety Plan

3.8 At site operation stage, SPC will:
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 Attend, chair and contribute to construction phase progress meetings on a monthly 
basis

 Attend monthly site visits to check progress / quality (On site every 2 weeks)
 Prepare and distribute minutes to meetings
 Monitor and review the construction phase programme
 Check and report on quality of materials and workmanship on site including checking 

conformity to contract documents
 Agree costs of variations and issue contract instructions
 Issue appropriate contract certificates 
 Agree stage payments / valuations of works and issue appropriate notices
 Management of building budget and contract variations 
 Monthly budget update 
 Completion and handover of the works to include preparation of snagging list, 

approval of final build account and completion certification 

3.9 CBC has appointed a client-side project manager to support CBC’s senior property surveyor 
in overseeing the works. A sum of £30k was included in the capital budget to fund this. The 
project manager will undertake project governance management in line with the Council’s 
project management guidelines. This will include the development of a project initiation 
document, risk management and reporting to project board and the Council’s senior 
leadership team. The advisor will also report back to the JCG as necessary, attend key 
meetings and will work with ALS and SPC to capture any exceptions or key risks. This 
advisor will also sit on the Project Team.

3.10 The Director Resources and Corporate Projects will be the responsible CBC officer for cost 
and quality delivery.

3.11 In addition, CBC will work with Stephen Petherick, Head of Commercial and Customer 
Services at the Trust, who will act as a senior user for the project. He will also attend the 
Project Team.

4. Summary
4.1 The revised approach to management of the project has meant that its successful delivery 

has become the responsibility of Cheltenham Borough Council and, as such the project is 
required to work within Cheltenham Borough Council project governance and management 
guidelines.

4.2 The Council has contracted direct with Alliance Leisure Services (ALS) who will deliver the 
project on behalf of the Council as the asset owner.

4.3 ALS’s role will be to manage the design and build element of the project through to 
completion to an agreed cost and time, owning the risks on overspend and ensuring that 
adequate on the ground resources is available.

4.4 All other project impacts and risks will be the responsibility of CBC and as such, there is the 
need to ensure project governance processes are followed and project management 
resources are allocated to manage this element of the project.

5. Next Steps - possible next steps for the committee to consider eg potential 
witnesses, further report, site visit etc.
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5.1 The project initiation document will be submitted to the Overview and Scrutiny Committee for 
information, once completed.

Background Papers Report to Cabinet 5 December 2017, Council 11 
December 2017, “Revised financing 
arrangements for improvements to Leisure-at-
Cheltenham”

Contact Officer Jane Stovell, Project manager, 
01242 264367, 
Jane.stovell@cheltenham.gov.uk

Accountability Councillor Flo Clucas, Cabinet Member Healthy 
Lifestyles


