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Overview

The opening phase of the new Fairfield has been extremely successful with high demand for the 
facility and positive feedback on most service issues. We are already discussing opportunities to 
improve the site further or increase capacity of the site to accommodate the potential usage. At 
present rates we predict the capacity of the gym will be approached around February 2017 and the 
car park is already failing to meet demand at peak times so hope to agree plans to meet this demand 
and maximise use of Fairfield.

Feedback on customer service, the gym, classes and swimming lessons has been generally positive. 
There is potential to improve the pool changing facility, specifically with provision of additional 
changing and shower cubicles, keep reviewing the timetables to better balance customer demands 
and increase the capacity of the car park.

We feel that a very strong working relationship was quickly developed with Dartford Borough 
Council and have found the support offered when issues have arisen very positive. It is very pleasing 
that options to develop the service and facility at Fairfield can be discussed already based on the 
success seen to date.

Mobilisation of the New Fairfield

The contract to operate the new Fairfield was awarded at the beginning of November and a large 
scale mobilisation process began to successfully open the leisure centre just three and a half months 
later on Saturday 13th February.

There was huge support from PfP Leisure Business Development team and all head office 
departments and regional teams to support the Contract Manager and two dedicated mobilisation 
staff in Dartford to achieve such a quick turnaround. A positive working relationship with both 
Dartford Borough Council and Willmott Dixon was essential and quickly established.

The setup included significant investment from PfP Leisure in the region of £590,000. This included 
all gym equipment and installation, cycling and aerobic studio fit out, main hall and pool sports 
equipment, café installation, IT and access control systems, pool safety camera system and all 
operational equipment.

By mid-January we had recruited nearly 100 staff and an extensive training period was undertaken 
to prepare them all for Fairfield’s opening and 
establish the company’s standards and 
procedures.

Pre-sales of membership started in late 
December based from a temporary marketing 
suite on the edge of Fairfield’s grounds on 
Lowfield Street and the high level of demand 
for the new facility was immediately apparent.

We were very pleased to be able to support Dartford Borough Council in mitigating the impact of the 
closure of Acacia at the end of February with an initial membership offer of 3 months at £9.99 for 
Acacia members and continuation of the Health Matters programme that had been established. We 
were also fortunate to recruit a number of excellent staff from Acacia into our team.
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Finally, a VIP opening event for a select group 
of Dartford Borough Council invitees and local 
residents was held on the evening of 12th 
February to allow a first look at the new leisure 
centre, including catering, facility tours and 
membership offers and the option to swim in 
the pool. The following day the full opening of 
the building was supported by many staff from 
other PfP Leisure sites and was exceptionally 
well received with discounted swim prices, an 
additional outside coffee van and the start of a 
very busy half term week.

Membership and Utilisation Data

Between opening on 13th February and 30th June, Fairfield received 160,517 visits. In the quarter 
from April to June there were 110,848 visits for comparison in future reports. Extrapolating this 
through the full financial year, we might expect around 440,000 visits. Although it is not a direct 
comparison due to the facility mix and possible differences in reporting, this would be an increase in 
visitor numbers of around 60% compared to pre-refurbishment which is a significant result from the 
investment in the centre.

The membership numbers at the end of the quarter, with the percentage residing in Dartford 
Borough included, is in the table below and shows a very high proportion of use by Dartford 
residents.

Membership type
DBC Residents 
(DA1/DA2/DA3/
DA4/DA9/DA10)

Non-residents Total

Gym/all inclusive 2251 (88%) 307 (12%) 2558
Swim 581 (93%) 44 (7%) 625
Swim Lessons 952 (92%) 83 (8%) 1035 
Saver Cards 1107 (98%) 23 (2%) 1130

Membership numbers across all headings have exceeded expectations with swim memberships in 
particular being very well subscribed. We believe this could rise even higher if we were able to 
increase evening lane swimming availability through negotiation with Dartford District Swimming 
Club.

Swim lesson numbers are expected to continue to grow rapidly and achieve our target of 1,500 
swimmers by end of September. We understand that swimming lessons at the old site peaked at 
around 1,300 swimmers some years before the refurbishment so it is very encouraging to see this 
level of enrolment return so quickly.

As these main throughput drivers settle down we are targeting growth in hall and room usage at off-
peak times and instructor lead courses in these areas.
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Customer Complaints and Feedback Summary

We run a quarterly member experience survey by email using the Net Promoter Score (NPS) 
measure of customer satisfaction. This measure asks members likely they would be to recommend 
Fairfield on a scale of 0-10. The percentage of Detractors (scoring 0-6) is subtracted from the 
percentage of Promoters (scoring 9-10) to give the Net Promoter Score.

The first survey was sent in April 2016, 2 months after opening, with the following results:

Number of surveys sent Number of 
responses Response rate - %

2,018 298 15%

Detractors (0 - 6) Passive (7 - 8) Promoters (9 - 10) TOTAL
58 111 129 298
19% 38% 43% 100%
NPS
Net Promoter Score: 43% Promoters - 
19% Detractors 24

The average NPS score in April for Places for People Leisure was 33 and the national average for all 
leisure operators using the same survey was 30. We were extremely pleased to be scoring positively 
within 2 months of opening, with 80% of responses rating 7 or higher. Early reports from July’s 
survey indicate a further improvement with 54% of respondents scoring 9 or 10, increasing from 
43% in April and an NPS score of 38.

A few quotes from our promoters in the survey include:

“Very Clean!!  Staff supportive and welcoming. Life Guards attentive.” 10

“As a gym member, I am happy with the amount of machines available to use. The changing room is 
always clean and tidy. Gym staff are always friendly. The reception staff are always pleasant and 
greet me every morning with a smile.” 10

“The pool is always clean and tidy and the staff are always friendly and helpful.” 10

Major themes in customer feedback from the survey and on site, and action taken to improve, have 
been as follows:

Area Comment Action
Gym Good range of equipment, 

knowledgeable and attentive 
instructors.

-

Swimming Excellent swimming teachers at 
all levels.

Fresh, clean pool hall and pleased 
to be back at Fairfield.

-

Customer Service Staff friendly and helpful 
throughout the building.

-

Parking Capacity of car park too low

Parking enforcement too 

Outline spec/costs for increased 
capacity under review

Reviewed with MET Parking and 
changes made while charge 
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severe/not clear enough notices were suspended.
Changing Rooms Too few privacy cubicles in all 

changing areas and showers and 
not enough family changing 
rooms

Proposal and quote from Prospec 
for additional cubicles under 
review.

Swimming Not enough lane swimming in 
evenings

Extra late evening sessions added 
Monday to Thursday. Monitoring 
swim club usage to consider 
balance of pool timetable.

IT Frustrations with self-service 
terminals and online booking

Teething problems with new 
systems reduced. Staff and 
customer training/awareness of 
systems increasing.

Marketing

Awareness of Fairfield, the demand for the facility and engagement in Dartford with web and social 
media content has been phenomenal. Our marketing approach has been focussed on minimising 
printed material on site and maximising awareness and promotion via the website and social media 
postings and this has largely been successful. Below is an overview of some of the key activity 
undertaken since launching in January.

Jan 2016

 6 x Billboards in and around Dartford for 2-4 weeks 
pre-opening. 

 Marketing Suite Wrap completed and pre-sales 
underway with £20.16 joining offer.

 Preopening competition for residents to create 
some good PR and awareness.

 Contra deal signed with DFC to provide extensive 
advertising.

 17.3K people reached through Facebook – a huge 
engagement. 

 Digital ad Campaign with KM media.

Feb 2016 

 Pre-opening membership sales figures exceed expectations with £20.16 offer extended to 
opening weekend. 

 Partnership with Dartford Living begins with a regular advert in the magazine. 
 Pre-Opening ads with KM Media. (Print) 
 Flythrough video posted on social media – 30k people reached and 10k video views
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 VIP opening event hosted on 12th and full opening on 13th February with reduced price 
access. 

March 2016

 £99 for 3 month membership offer throughout March.
 Fairfield sponsor Demelza charity with prizes and advertising for the Bubble Rush event. (July 

2016) 
 Video released on social media to showcase pool inflatable. 
 Fairfield to host the Dartford Living Live event (April 2016) 
 Fairfield supporting staff members with personal ventures, but also increasing the profile of 

the centre. 

April 2016

 Fairfield attend first sponsorship match at DFC, 1 membership sold and many leads gained. 
PR exercise was successful.

 Gymnastics video posted on social media to launch gymnastics and trampoline programme.
 Link with Halfords to offer £99 bike voucher to annual membership joiners – over 30 joiners 

with this offer.
 Holiday camps launched with Fit for Sport – 75 attendees at both taster days.

May 2016

 Member referral campaign throughout May.
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 “Rule the Pool” swimming challenge launched to users of the Swimtag system that allows 
members to use a wristband to track their swimming distance and progress via an online 
account.

June 2016

 6 week fitness membership promotion – many enquiries joining on full memberships 
instead.

 Finding Dory promotion with Zoggs on shop stock and ASA for pool sessions.
 Coffee loyalty cards (free hot drink after buying 6) pushed.

Sports & Activity Development Plan Progress

The focus through opening has been to drive the major activity areas of fitness and swimming. 
However, there has been huge success with the “adopted” Health Matters programme. 

Activities in the hall will continue to develop after a strong start with regular bookings being 
established quickly.

Fitness, Health & Wellbeing

Membership club live is ahead of expectations as shown in appendix 1. However, there has been 
some real progress in health and wellbeing activity with a surprisingly large junior membership base 
and high demand for junior gym sessions and to attend with parents.

The number of referrals from GP’s has increased and reported to be higher than the Health Matters 
(HM) programme received at Acacia. There were 94 members on the Health Matters (GP Referral) 
category that moved across from Acacia and stayed past the 3 month introductory offer. At the end 
of June this had increased to 146 and continues to rise with high numbers of referrals still coming in. 
Our Community & Wellbeing Manager previously lead the Health Matters programme and has 
worked hard to maintain all the links she had established before but has also added new activities 
and Fairfield has added:

 Chairobics (wheelchair friendly class)
 Increased wheelchair access and attendance to HM gym sessions
 COPD assessments and exercise classes (delivered by Kent CC)
 Rebound Therapy for disabled adults (delivered by Kent CC)
 Archery for disabled adults (delivered by Kent CC from Oct’16)
 Dynamo’s junior weight management programme (delivered by DBC Healthy Living)
 Why Weight adult weight management programme (delivered by DBC Healthy Living from 

Sept’16)
 Nordic Walking

We are working to establish links with other partners to develop targeted and funded activities 
including the local CCG and Public Health and will meet with DBC to ensure we are working towards 
our shared objectives.

Swimming

Attendance figures in appendix 1 are fantastic with the number of swimming members especially 
pleasing and reflective of a very competitive price point.
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By end of June we were hosting national curriculum swimming lessons for 11 local schools and had 
1,242 swimmers on our own learn to swim programme, well on track for our ambitious target of 
1,500 in lessons by end of September 2016.

There is scope to amend the pool timetable to balance the availability of certain sessions as demand 
for aqua classes and lane swimming in the evenings is high. We extended opening hours on Monday 
to Wednesday evenings to add late lane swimming sessions but would ideally like to be able to move 
some swim club evening sessions to allow more public lane swimming at peak times. That said, the 
relationship with Dartford District swimming Club has established positively with many positive 
comments about the refurbished centre. 

Hall & Sports

We were able to fill a lot of hall space with clubs moving across from Acacia as it closed and demand 
for casual badminton was high before the summer.

Our partnership with Fit for Sport to deliver holiday activities started well with around 75 children at 
each of two taster days at Easter but needs some review and work to deliver better attendance in 
their regular holiday sessions.

Gymnastics, trampolining and soft play sessions launched after the Easter holidays. Gymnastics has 
grown steadily and more sessions will likely be added for September. However, trampoline coaching 
has not been so successful and will be reviewed, particularly on Saturday mornings.

As the pattern or use becomes more settled we will look to target off-peak times to promote use but 
also introduce more coached sessions.

Operational Expenditure and Income

Total income throughout the first quarter of the financial year has been strong. The main 
contributors have been the fitness membership figures and excellent swimming attendance across 
all areas. Although the budget continues to grow through and the income will begin to plateau as we 
approach capacities for activity areas this is an extremely positive start.

Total expenditure to support the high demand evidenced in attendances and income is 16.4% over 
budget for the first quarter. The majority of this has been across staffing, instructors and cleaning to 
deliver and support activities to meet the demand.

Maintenance Programme and Grounds Maintenance

The maintenance programme is being managed by the site Technical Manager. All statutory 
inspections have been established and ongoing maintenance in place as required during the one 
year defect period. Generally the building has been performing well with minimal disruption to 
service and remains well presented.

There have been 65 defects reported to Willmott Dixon to the end of June 2016 and they have 
generally been very good at resolving these quickly. However, there are a few design issues or 
omissions which are being monitored and will need to be resolved. These have been notified 
separately so that responsibility can be established and an action plan implemented.

Emerging challenges include redecoration of the white walls and managing the end of defects period 
to include all settlement cracks and open issues. We are also compiling the asset database in an 
electronic format.
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Major Accidents and Incidents Report

Totals
Category Feb’16 Mar’16 Apr’16 May’16 Jun’16
Accidents 15 6 9 3 11
Incidents 2 1 0 1 2
RIDDOR 0 0 0 0 0

To date the number of accidents remains low and have been dealt with on site. The number of 
recorded incidents is low and we are working to record more of the minor incidents that occur on 
site on the new recording system introduced in April.

Of the total 44 accidents recorded from February to June, 5 involved members of staff. The 39 
customer accidents related to 160,517 visits, approximately 2.4 accidents per 10,000 visits.

Cleaning Summary

General cleaning across the building has been good and improved since opening with several 
cleaning schedule reviews following the unexpectedly high demand for the facility since opening.

The contract cleaners have delivered consistent staffing levels and responded to areas of concern in 
a timely manner.

There are some areas for improvement within the cleaning programme, predominantly around the 
changing room, shower and pool floors. A number of cleaning regimes and products have been 
trialled and some good progress was made but needs to be delivered consistently. There is also an 
ongoing review of the slip resistance of the tiles in these areas with Willmott Dixon as there appears 
to be an underlying issue.

In the near future we will introduce a redecoration schedule to start picking up the white walls in 
particular that are showing signs of wear and tear.

Help Desk Performance Summary and Performance Deductions

The Payment and Performance Monitoring System was agreed and signed off in late July. A 
proposed reporting format has been agreed. However, there are no performance failures to report 
for this first period and all incidents and issues affecting service have been notified to Dartford 
Borough Council at the time as appropriate.

Event Management Progress Update

There have been no large events hosted in the quarter but the following were planned for the next 
period:

3rd July 2016 – Oceans of Fun event to promote children’s swimming in partnership with the ASA and 
Zoggs.

16th/17th July 2016 – attendance at Dartford Festival as sponsor including promotional pitch, 
activities on the second stage and fly through video on large screens.

7th September 2016 – National Fitness Day.
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Environmental and Energy Progress

The building management system is beginning to be refined and environmental conditions within 
the building have generally been good.

Target utility consumption for the first contract year are based on bid assumptions and the 
consideration of installing a CHP unit. At present this proposal is under review as the return on 
investment may not be as good as expected based on current consumption. However, this explains 
the significant variance of actual consumption compared to electricity and gas targets in the table 
below.

We will continue to develop an action plan to reduce consumption further as we understand the 
building through the first year and the targets for year 2 will be based on year 1.

Electricity Gas Water
(KWH) (KWH) (m3)

April 39980 137096 569
May 34330 88233 518
June 32630 67454 575

Total Quarter 1 106940 292783 1662
Target Quarter 1 30583 660000 7251
Difference 76357 -367217 -5589

Targets

In summary it has been a very successful and exciting opening period for Fairfield with many 
achievements to note. Over the next period we will be:

- Proposing some site developments to help maximise the potential usage.
- Driving membership numbers above our original target of 2,810 by end of September
- Driving swimming lesson numbers towards our target of 1,500 by end of September
- Continue trying to establish links and funding sources for health and wellbeing programme
- Developing hall and studio use and programme of coached/instructed activities


