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Executive summary
Introduction
Moseley Road Baths CIO is a Charitable Incorporated Organisation. It forms part of the
Moseley Road Baths Coalition of partners, led by the National Trust, with the aim of
securing the future of Moseley Road Baths.
The baths is a Grade II* listed building and has been recognised worldwide as at risk and
having national significance. This significance is recognised for its:
• completeness and rarity
• historic interest and documentation of attitudes towards class and gender in the
early 20th century
• role in expressing civic pride
• continued original use
• positive value to the surrounding urban environment.
Vision for Moseley Road Baths
MRB CIO's vision for Moseley Road Baths is as a vibrant and sustainable community asset
and heritage venue running as a community business offering a range of health, fitness,
wellbeing and community facilities inclusive of swimming.
Current Ownership and Operation
The Baths are currently owned and managed by Birmingham City Council (BCC) which is
working with the coalition to secure the baths’ future. The Council has agreed to extend the
opening of the baths and its remaining working pool to give MRB CIO sufficient time to
develop its capacity to run the swimming facilities, and the coalition partners time to
develop their broader redevelopment plans for the building’s continued use.
Proposal for a Licence to Operate
MRB CIO is a Charitable Incorporated Organisation and is led by local residents and users of
the swimming pool. MRB CIO recognises the building’s significance and that swimming is
integral to its uniqueness and heritage value. MRB CIO therefore proposes to run the
swimming facility as a community-owned and -led social enterprise under a licence to
operate agreement with BCC.
Model of Operation
MRB CIO is a charitable community business that will enable it to operate the swimming
facility on a part-staffed and part-volunteer model.
The model proposed has been tried and tested in cities (including Birmingham) and local
communities across the UK. The local comparison is within Castle Vale where the swimming
facility has been community run for some four years or more.
The CIO will:
• run the facilities,
• employ staff, trainees and volunteers,
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•
•

seek external funding,
potentially develop new and innovative health and wellbeing activities.

The other activities will be developed to both support the redevelopment and
refurbishment of the building and ensure ongoing income generation to help subsidise and
maintain the swimming facilities. These will be achieved whilst maintaining the uniqueness
and heritage of the building to ensure wider benefits and opportunities remain.
Social and Economic Outcomes
MRB CIO believes there will be a number of social and economic benefits from supporting
its application for a licence to operate the swimming facilities, including but not exclusively:
• Safeguarding an historic pool of national significance
• Safeguarding a health and fitness facility within a deprived area of Birmingham
• Ensuring access to health and wellbeing activities for 20,000+ local residents
• Safeguarding three full time jobs
• Creating two full time training (apprenticeship) opportunities
• Creating ten volunteer opportunities
• Contributing at least £160,000 to the local economy
• Increasing the likelihood of wider investment to develop and improve the
community asset for future generations and community use.
As an important historic sports venue Moseley Road Baths is expected to play a major role
in the cultural programming for Birmingham’s hosting of the 2022 Commonwealth Games.
Finances
The CIO has developed a robust 3 year financial projection that demonstrates the viability of
the swimming operation. The projection is based on prudent and resilient assumptions, all
possible costs have been identified and inflated at RPI whilst conservative estimates of
usage and income have been assumed.
MRB CIO has identified a tried and tested part-time staff, part-volunteer model of operation
that will enable it to run the current facilities as a social and community enterprise on a notfor-personal-profit basis.
It is envisaged that after three years the swimming operation will be operating at full
capacity and producing an annual surplus.
To ensure the viability of its 3 year plan and to provide a cushion against unforeseen events
the MRB CIO has to date secured £40,237 in cash reserves. This is equal to over 3 months of
projected gross expenditure. This level of reserves provides time to the CIO whilst it builds
up its customer base. The model assumes further grant funding for the business' initial
stages and applications for this are under way. The users will mainly be public swimmers,
schools, local aquatic clubs and local voluntary and community groups all who have
expressed a wish to continue at the pool in future years.
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With this initial investment the business will be able to ensure the swimming facility remains
open to the local community, and safeguard the uniqueness of the building whilst the
coalition partners work on securing the building’s future.
Despite the prudent income projections the swimming operation is expected to produce a
surplus within three years and have significant reserves (£35,952: just under three months’
operational costs). These figures are based on detailed analysis of the pool users and
customers, costs of operation, local and regional comparable swimming facilities.
The key cautious assumptions are that public swimming income will be reduced from 2017
levels in years one and two and only expected to reach 2017 user levels by year three.
School use will also slowly increase each year to 40% of available water time for schools,
and club use increases slowly over the three years to 80% of available water time for club
use. The MRC CIO is planning to employ a business development manager to build up the
use of the pool and these cautious assumptions are expected to be surpassed. This will
increase the actual financial surplus above the current projection.
The headline finances are shown in the table below:

Pre Start
£43,487

Y1
£135,800

Y2
£156,707

Y3
£168,922

Expenditure Total

£12,000

£128,857

£166,153

£161,954

Surplus/ deficit - year
Surplus deficit cumulative
(cash)

£31,487

£6,943

-£9,446

£6,968

£31,487

£38,430

£28,984

£35,952

Income Total

Conclusion
MRB CIO believes this is a viable operational model, based on tried and tested community
swimming pools in current community operation. It is cost-effective, and will maintain the
swimming facility and uniqueness of this much-loved Grade II* listed building, which in turn
will increase the likelihood of the coalition partners’ being able to secure the long-term
future of the building.
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Section One: Vision

The Vision for Moseley Road Baths
MRB CIO's vision of Moseley Road Baths is of a vibrant and sustainable community asset and
heritage venue running as a community business offering a range of health, fitness,
wellbeing and community facilities inclusive of swimming.
This business plan sets out the context in which we are operating, the support that already
exists, the partners we are working with, our staffing and financial models. It is intended to
provide funders, partners and stakeholders with the information needed to understand our
proposals and their role in supporting these to become a reality.

The Coalition Partners and Leadership
Moseley Road Baths is a unique facility within the Balsall Heath area of Birmingham. It is a
Grade II* listed building which was provided with two swimming pools and three sets of
private washing baths. The building has been maintained and operated as a public baths by
Birmingham City Council since it opened in 1907.
Swimming facilities and listed buildings are both traditionally costly to maintain which has
meant the baths has been under threat of closure for many years. Birmingham City Council
redefined its swimming strategy in 2013 which meant that many pools have either been
transferred to private operators or re-designated for different uses e.g. as Health &
Wellbeing centres. The remaining, which included Moseley Road Baths, were scheduled for
closure.
The local community alongside interested local and national organisations has formed a
Coalition to secure the baths' future and enable it to continue to be a well-used community
facility for many years to come.
The Coalition is led by the National Trust and includes a number of stakeholders. These are:
• Historic England
• World Monuments Fund
• Birmingham City Council
• The Friends of Moseley Road Baths
• Moseley Road Baths CIO
Coalition

MRB CIO
BOD

Building/ Asset/
Maintenance and
Development

Swimming/ Facility/ Slipper
Baths/
Income Generation

The Coalition’s role is to work together and coordinate the inputs and plans for the building
with a view to its being secured, repaired and improved, and maintained as a physical asset.
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The premises will initially remain the full responsibility of BCC or will transfer to a joint
venture or single partner by a full maintenance lease.
Work continues at a pace with the Coalition securing commitment from Birmingham City
Council to actively work together to secure the future of the building as an asset for the
local community. To this end BCC have invested further to ensure the swimming facility
remains open and viable to allow the Coalition sufficient time to develop its plans and for
MRB CIO to develop its capacity to run of the swimming facility from April 2018.

The Baths and Their Significance
Moseley Road Baths is a cornerstone of the Moseley Road ‘heritage corridor’, extending
along the A435 from Digbeth to Kings Heath. It is the only Grade II* pool still in operation as
a public pool in the UK and therefore unique. It is a stunning example of Edwardian civic
pride and much of the original features and fine detailing has survived intact. It is beautiful
and much loved by the local community.
“Victoria Baths in Manchester and the Moseley Road Baths in Birmingham are widely
recognised as the two best examples of public baths in the country
Moseley Road [Baths]….has been identified as being significant for its:
• completeness and rarity;
• historic interest and document of attitudes towards class and gender in the early
20th century;
• role in expressing civic pride;
• continued original use;
• positive value to the surrounding urban environment.
The public baths have a strong historic and cultural significance at both local and national
levels, relating to architectural interest, historic interest, group value, communal value and
setting. They have a key role to play in the cultural programming for Birmingham's hosting
of the Commonwealth Games in 2022.
Historic England’s perspective is that the areas of the highest conservation significance are:
• The slipper baths area (albeit, the original baths were replaced in the 1950’s)
• The associated separation by class and gender, including the entrances, corridors,
and attendant and ticket booths;
• The modulation of decoration throughout the building”1

1

Options Appraisal (2016) Prince’s Regeneration Trust
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Section Two: The Business
Moseley Road Baths CIO
Moseley Road Baths CIO is a Charitable Incorporated Organisation (1176432) established by
the Moseley Road Baths Action Group (MRBAG) on 21st December 2017. The organisation's
trustees are from the local community and in due course a wider membership will be
developed to ensure the CIO is fully accountable to its community.
A CIO has a statutory asset lock and in the event of a closure is legally obliged to distribute
its residual assets to another asset locked body (i.e. another charity or CIC) to be used for
charitable purposes the same as or similar to those of the CIO.

The Social Mission
To secure the future of Moseley Road Baths creating a viable and sustainable
community enterprise including swimming, which supports health, fitness, social and
community welfare.

Objects of MRB CIO
1) To promote community participation in healthy recreation by the provision of
facilities for swimming and other aquatic sports.
2) Such charitable purposes for the public benefit as are exclusively charitable
according to the laws of England and Wales as the trustees may from time to time
determine.

Keeping Swimming at MRB
As noted above, MRB CIO is part of a broad coalition of organisations and individuals who
have an interest in securing the baths’ future as a community asset. MRB CIO recognises the
unique heritage of the baths as a swimming facility, and to this end, aims to ensure public
swimming continues as an integral part of the wider ambition.
The baths are currently owned and managed by Birmingham City Council which is working
with the coalition to secure the baths’ future. The Council has agreed to extend the opening
of the baths and its remaining working pool to enable MRB CIO sufficient time to develop its
capacity to run the swimming facilities.
MRB CIO is therefore proposing to run the swimming facility and potentially related 'dry'
activities as a community-owned and -led social enterprise under a licence-to-operate
agreement and sets out in this document how it will achieve this.

The Swimming Facilities
The baths have two swimming pools and 46 private washing baths. There is one remaining
pool (the smaller of the two) that is still in working operation. This is approximately 71 feet x
33 feet (22 metres x 10 metres). At its shallow end it is 0.8 metres (2.6 feet) and at its deep
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is 1.8 metres (5.9 feet). It has 30 changing rooms around the pool which replaced the
original ones.

Swimming Facility Objectives
This business plan sets out the role that MRB CIO aims to play in achieving the above vision
by taking part in the wider coalition but primarily by developing a community run swimming
operation at MRB that:
• Provides regular and affordable public swimming sessions for the local community
• Provides culturally sensitive health and fitness activities for local community and
groups
• Provides water time and instruction for local school children
• Provides water time for local water-based clubs and associations
• Builds income generation through the re-opening of areas (e.g. slipper baths) for a
range of health and wellbeing activities
• Maintains the building’s uniqueness, significance and heritage for visitors

Social and Economic Outcomes
MRB CIO believes there are a number of social and economic benefits to supporting its
application for a licence to operate the swimming facilities including but not exclusively:
• Safeguarding an historic pool of National significance
• Safeguarding a health and fitness facility within a deprived area of Birmingham
• Ensuring access to health and wellbeing activities for 20,000+ local residents
• Safeguarding three full time jobs
• Creating two full time training (apprenticeship) opportunities
• Creating ten volunteer opportunities
• Contributing at least £160,000 to the local economy
• Increasing the likelihood of wider investment to develop and improve the
community asset for future generations and community use.

Proposal to Hold a Licence to Operate
This plan focuses on ensuring the Moseley Road Baths CIO can continue to operate the
swimming facilities and therefore keep the baths open for public swimming which is integral
to the wider Coalition’s aims of re-developing the baths into a viable community asset.
Swimming is essential to this aim as it will ensure the baths is able to maintain its heritage
and uniqueness (a key longer-term selling point). This uniqueness is that it is the only Grade
II* listed public swimming baths in England. The loss of swimming could allow the baths to
further deteriorate and possibly lost for ever, which coalition partners recognise would be a
significant loss to not only the local community, but to Birmingham and UK heritage as a
whole.
MRB CIO therefore considers that this proposal represents a low risk and cost effective
alternative to closure that will enable the Coalition over time to continue to attract external
resources for the benefit of the local community and Birmingham as a whole.
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To this end MRB CIO proposes that it takes on the running of the swimming facilities from
April 2018. The model of business proposed would enable the swimming to be maintained
and operate on a break-even basis whilst further work is undertaken to reach the broader
vision of securing the building’s future for generations to come to enjoy and benefit from.

Business Model
Swimming facilities are notoriously expensive and are difficult to operate on a fully staffed
basis. MRB CIO is a community business that will enable it to operate the swimming facility
on a part staffed and part volunteer model.
The model proposed has been tried and tested in cities and local communities across
England. This includes a local comparison within Castle Vale where the swimming facility has
now been community-run for some four years or more.
The action group that formed the CIO was initially successful in securing funding for an
options appraisal in 2016 and then £15,000 (2017) from Bright Ideas to work on the
business operational development. The group have since been seeking seed funding to
ensure the business can develop and grow (see finance section) and at time of writing had
secured £40,237 in seed funding, with applications in progress for the remainder of the
funding target for year 1.

Structure
MRB CIO
Trustees

Coalition Partners

Freelance Management
Consultant/ Partner

Building and Asset
development and
management

Operations Manager

Volunteers
Life/FOH

Lifeguard /
Plant

Lifeguard/
Instructor

Apprentice x2
Life/FOH
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Business Model Viability
The CIO that forms the business' charitable legal structure will allow it to:
• run the facilities,
• employ staff and volunteers,
• seek external funding and
• develop new and innovative health and wellbeing activities, or work with Coalition
partners to enable this to happen.
The other activities will be developed to both support the re-development and
refurbishment of the building and ensure ongoing income generation to help subsidise and
maintain the swimming facilities. This will be achieved whilst maintaining the uniqueness
and heritage of the building to ensure wider benefits and opportunities remain.
The financial projections show that the baths could operate between the hours 6am and
9pm Monday to Friday and slightly shortened hours during weekends, bank and school
holidays. This will enable MRB CIO to maximise income generation from the available water
time whilst developing 'dry' activities as part of the second phase.
During its planning phase MRB CIO is working with voluntary and paid advisers, with
relevant track records including experience in running and developing similar pools. The
paid business development consultancy role will continue for up to two years assisting with
the management of the facilities, training of staff and volunteers and providing oversight of
the safe running of a public baths, whilst providing strategic support to the board of
trustees. This role is more intensive in the first six months of the business venture and scales
back to an advisory and support brief as the business model becomes clear and relevant
staff become able to run the facility safely and effectively.

Trustees
MRB CIO has seven trustees who are legally responsible for the leadership and management
of the business. Each trustee has specific leadership experience and skills and the CIO is
actively recruiting new members to broaden its skills base. Current trustees are as follows:
Karen Leach
Karen is chair of MRB CIO, a local resident and swimmer. She is joint Coordinator (MD) of
sustainable economics organisation Localise West Midlands, responsible for its strategy,
activities and systems alongside project management. She is also on the Management
Committee of Birmingham Friends of the Earth, responsible for environmental
community building The Warehouse, which has embarked on a major renovation
following a successful £240,000 share offer. She has chaired a number of local and
national alliances and task groups including for National Friends of the Earth Board.
Karen is also a professional gardener and in what spare time remains she likes making
things out of old bicycle parts.
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Joe Holyoak
Joe is a Balsall Heath resident, and a member of both the Friends of MRB and MRBAG. He
is an architect and urban designer, and specifically interested in the architecture of MRB
and how it can be renovated, adapted, and reused for the community in the future.
He was the Coordinator of the Balsall Heath Neighbourhood Plan between 2011 and
2015, for Balsall Heath Forum. It is the first, and so far the only, neighbourhood plan in
Birmingham, and contains policies for the neighbourhood centre and other historic
buildings on Moseley Road, which contains the Baths.
Kathryn Pearson
Kathryn is currently studying for a part-time Masters in Conservation of the Historic
Environment at Birmingham City University. She became involved with MRB because she
wrote her first year assignment about the history of the Baths, their condition and the
options for the future.
She originally studied an MA in Museum Studies at the University of Leicester and has
experience of working in the heritage sector including volunteer management.
She worked for 6 years at the University of Birmingham in various administration roles
including some which involved line management.
She is currently working in the archive of the Camping and Caravanning Club to create an
inventory and think about the future of the collection. Kathryn is also a committee
member of Birmingham Bike Polo currently acting as Honorary Treasurer.
Mark Gunton
Mark Gunton is the Finance Manager for an SME, with vast experience in the daily
running of a small finance department using many online and bespoke software
platforms, plus export/import knowledge accumulated over 20 years. He has been a
member of the Friends of Moseley Road Baths since its inauguration in November 2006
and has been the Friends’ Treasurer for 8 years.
As a valuable asset to the Friends, he has co-ordinated benefit concerts, open day events,
tours of the Grade II* listed building, liaison with the Baths staff and Birmingham City
Council, two Arts Council applications totalling over £27K and countless offsite events
accumulating valuable funds for the campaign. Over the years he has provided over 200
unpaid hours, raising over £5,000.
Mark is a regular swimmer at the Baths and, during any spare time away from his career
and his commitment to the Baths, he likes to travel, attend concerts, theatre and Walsall
Football Club and is an avid vinyl collector and keen cross-stitcher.
Viv Harrison
Viv is a Birmingham-based disabled artist with over 20 years experience, specialising in
drawing, printmaking and photography. She also chairs the Friends of Moseley Road
Baths. She was Project Manager for the Friends of Moseley Road Baths' Heritage Lottery
Funded ‘Pool of Memories’ oral history project. She has been involved in developing,
fundraising for and organising arts projects and exhibitions for both herself, the Works
Artists Collective, Eye to Eye and Artpride. She has past experience as a Community
Regeneration Officer for Birmingham City Council’s Economic Development Department.
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Ruth Miller
Ruth has over 35 years experience in community engagement and partnership working,
specialising in community led housing, particularly co-operatives, and for many years ran
a community regeneration consultancy team supporting local communities to take more
control over their neighbourhoods- motivating volunteers, providing training and
development in committee skills, governance, developing policies and procedures to run
a housing organisation.
As Neighbourhood Partnership Manager on Castle Vale for 6 years, Ruth led on the
development of bids to bring over £500,000 funds into community projects and
facilitated the community asset transfer of a number of community led leisure facilities
including a football stadium, library and swimming pool and until recently was Trustee of
the Castle Pool Community Partnership.
She currently works as a project manager on a 5-year business change transformation
programme, is a local resident and keen swimmer.
Cath Gilliver
Cath is a Moseley resident and a regular swimmer at Moseley Rd Baths. She spent
almost 30 years working in NHS Mental Health Services as a Nurse Practitioner, a Senior
Manager and then a Mental Health Commissioner, joining the Voluntary Sector in 2005,
and for 10 years was CEO of SIFA Fireside, a Birmingham-based homelessness charity.
In 2016 Cath won a Winston Churchill Travel Fellowship to research mental health and
homelessness services in the US, and she is currently working as an independent
consultant and researcher.
MRB CIO has carried out an audit of its board skills and governance. It has strong skills
around financial management, volunteer development, fundraising, and has now filled
identified gaps around HR, leisure facilities management and project management. It has
identified its policy and procedure requirements and is developing these. The group will
take steps to separate governance and delivery as the business development progresses.
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Section Three: Operational
Staffing
The business model has a specialist Business Development function and three key paid posts
which are then supported by training and volunteer posts. These are:
•

Business Development Consultant– this will be a contractual service-level
agreement between MRB CIO and a suitably qualified and experienced consultant,
currently planned for 18 months, after which the need for this post will be reviewed.

•

Operations Manager – this post will be required to have general management,
lifeguard, swimming tutor and pool plant room qualifications and will oversee the
day to day working of the baths, provide safe supervision for customers, manage
staff and volunteers as appropriate to successfully operate the swimming facility.

•

Aquatic Assistants: (two posts) - these are similar posts and will provide lifeguard,
swim instruction, water testing, plant room operation under the supervision of the
Duty Manager and where appropriate the Business Development Consultant. A pool
of casual lifeguards and swimming teachers will also be identified.

•

Apprentices (two posts) – These posts are similar to the lifeguard posts, but are
training and development posts. Apprentices will form part of the lifeguard and front
of house staff, but will not be undertaking any duties unsupervised. Each apprentice
will be supported to gain recognised qualifications e.g. lifeguard, first aid, pool and
plant room and hospitality.

•

Volunteers – MRB CIO aims to recruit and maintain a volunteer base of 10 plus
volunteers which will enable effective support throughout the full opening times of
the swimming facility. Volunteer roles will be varied and include:
Front of House and Reception
Administration
Marketing and communications
Lifeguard and plant room
Maintenance/ caretaking

Volunteers will undertake appropriate training and will be supervised by the Operations
Manager / Lifeguards and have a staff mentor.
Whilst there are a number of volunteers to recruit and their roles will vary, the model
assumes 3.5 days’ worth of volunteer input per week (not including directors) alongside 16
days of staff time and 10 days of trainee time per week.
Further examples job descriptions of the Operations Manager and Lifeguard roles can be
found in appendix 2 and 3. Training posts would be similar in nature and volunteer roles are
noted above.
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Professional Services
As noted within staffing, the business development consultant will be a contracted-out
professional. In addition MRB CIO has budgeted for contracted-out professional services of
bookkeeping and payroll, accountancy, legal support and maintenance and improvements.

Operational Requirements
Premises
MRB CIO will be based within the Moseley Road Baths (Moseley Rd, Balsall Heath,
Birmingham B12 9AN) and operate the swimming and plant facilities within the building.
The Coalition will work together to ensure the building can be managed, developed and
maintained, with BCC initially maintaining responsibility for the building and plant
maintenance, with the possibility of a partnership venture in the future. MRB CIO will
therefore effectively be a tenant with a licence to operate with responsibility for the
swimming facilities.
MRB CIO will additionally facilitate dry activities into the model of business as appropriate
to ensure the business can operate on a not for personal profit basis and provide a wide
range of community health and wellbeing activities. Dry activities will be undertaken in
areas such as the Slipper Baths and, when appropriate, the Gala Pool Area. MRB CIO will
either undertake these activities itself or work with Coalition partners to support their
development, with the principle of cross-subsidising swimming provision as well as building
renovation being an accepted Coalition objective.
MRB CIO has been preparing and developing its skills in relation to swimming and leisure
facilities and has undertaken significant research, visited other community baths in England
and currently employs a development consultant with detailed operational knowledge. The
current Development Consultant is holding discussions with management organisations
running similar facilities locally.

Legal Aspects
MRB CIO is a legal entity and will purchase appropriate public and employer insurance to
operate the swimming facility. A quote has been obtained and is a provision within the
financial projections and cash flow analysis.
MRB CIO is currently developing a range of operational level policies and procedures and
improving the Normal Operating Plan (NOP) and Emergency Action Plan (EAP) to ensure that
it takes account of the proposed operating model.
All staff and volunteers will be appropriately trained for the safe operation of the pool. This
includes lifeguard, plant room, health and safety, first aid and safeguarding level 1, 2 and 3.
All staff will be required to have appropriate checks; e.g. Disclosure and Barring Service.
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Costing and Pricing
There is at present one product which is that of water time available. Longer-term dry
activities will be developed and they will subsidise the swimming operation.
• Public swimming sessions will be provided based on current council prices £4.50 per
adult swim.
• Be Active prices will be free-at-point-of-use service but will be paid through a Be
Active Grant
• Water time for swimming and private clubs will be based on current market rates:
• Clubs who provide their own staff and lifeguards £40 per hour.
• Schools where MRB CIO will provide lifeguards and swim tutors £35 per half
hour.
Dry health and fitness activities will be introduced in year two onwards and will be costed
based on market rates and local affordability, as these will be enhancements as part of the
overall income generation strategy.
Purchasing and supplies
Supplies are mainly those from utility companies and will be billed on a monthly basis from
the landlord based on an appropriate proportion for the swimming facilities.
Specialist suppliers for example pool monitoring, chemical supplies, plant equipment,
personal protective equipment with a budget of £1,000 pcm, which is based on other local
pools supplies costs.
Floats, swimming aids and general swimming equipment will be purchased as and when
appropriate. MRB CIO has financial procedures which require competitive quotes for sums
over £1,000 and competitive open tender for sums over £10,000.
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Section Four: The Market
Market Research
Moseley Road Baths is based in inner city Balsall Health and sits on the busiest bus route in
Europe which services the south of Birmingham (Number 50). The Baths are therefore
within one bus journey of Moseley, Kings Heath, Yardley Wood and Maypole and within
walking distance for some 20,000 residents. They occupy a key place on the "high street" of
Balsall Heath and are identified as a priority asset in the local Neighbourhood Plan.
Balsall Heath is within Sparkbrook Ward. Sparkbrook is within the top 1% deprived areas
according to the indices of deprivation 2015. Over half of the population is of South Asian
background (predominately Pakistani). The area is a young area with a high proportion
(45%) of people under 25. Nearly half of the working age population have no qualifications
and 20% have limiting long term illness. Unemployment is more than double that of the rest
of Birmingham and more than triple that of the national rate.2
The area has a vibrant community sector with charities, social enterprises, community and
faith groups with many of them expressing a wish to use the facilities for their communities
and people they work with and support.
There are twelve primary schools within walking distance of the baths; eleven of the schools
are already use the facilities to meet their curriculum requirements. We expect to continue
to support the current school customers and attract new schools in the future. In addition
there are a number of nurseries, playgroups and three special schools in the local area.
Current user data
According to user data and statistics for the baths, during the 2015/16 financial year the
baths attracted:
•
•
•
•

14,434 adult swimmers; around 277 visits per week.
3,937 junior visits,
64 family visits and
49 under 5’s.

The adult swim equates to £64,070 in takings from public swimming sessions.
There is further opportunity to maximise the use of the swimming facilities by attracting
swimming clubs, water polo groups, pool parties and other fitness groups for example aqua
aerobics classes. MRB CIO is talking to several local organisations with an interest in
regularly hiring the swimming facilities. Three of these have considered building their own
pool, but had insufficient funds. This additional use would allow a further 6 hours per day
water time equating to a potential income of over £20,000.

2

The Moseley Road Baths Options Appraisal 2016.
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The current user information (2015/16) shows that between the customers noted above the
income derived from this use is £102,663 which equates to around 65% of the projected
revenue needed for the proposed model of business.
Marketing
The new model will be marketed to other user groups as identified above and will therefore
increase over time. It is expected that initially there will be a reduction in customers, due to
the current disrupted services at the pool. The projections expect to reach current usage
levels by year 3, for example in 2012/13 there were 35,060 swim visits (other than schools)
recorded at the baths with 12,362 of those being swim instructor visits (attracting a higher
income). At today’s entry fee prices that level of visits would increase the projected income
by around £30,000.
Whilst this proposal focuses on the short-term maintenance and development of the
swimming facilities longer-term there is a range of other potential income generation that
can be built on for the building as a whole, which whether operated by MRB CIO or
otherwise, would subsidise the swimming operation. This includes:
•
•
•

the reopening of the Slipper Baths areas,
the Gala Pool area being a hired space and
meeting rooms on the first floor.

Of those the Gala Pool and meeting rooms would require significant capital investment and
are therefore long-term possibilities and within the remit of the wider Coalition, but the
Slipper baths are likely to be able to be modified in the short to medium term and could be
within the remit of MRB CIO, initially for cross-subsidising 'meanwhile' uses before
renovation can be undertaken.
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Section Five: Finances
The Council has been helpful in providing information with regard to the income and
expenditure at Moseley Road Baths. When looking at the outturn for the baths for the year
15/16 it shows an overall expenditure of £462,507. Of that expenditure £243,257 is related
to staffing, £16,000 for rent, £13,357 for rates, £48,667 capital finance charge and £84,008
for repairs and maintenance.
With a community organisation running the facility with a licence to operate, a number of
these expenses are removed entirely and some would logically be reduced; that is:
• Rent of £16,000 is for scaffolding and would fall under the remit of building
operation not swimming facilities and to date discussions of a peppercorn rent/
lease arrangement have been well received.
•

Rates would be significantly reduced, if not removed altogether with charitable rate
relief or the small business rate relief schemes. The rateable value of the Baths (the
entire footprint) is valued (04/2017) £23,500. MRB CIO is able to achieve an 80%
relief and will apply for a discretionary relief also.

•

The capital finance charge would logically be removed and would not be charged
against the property.

Financial Projections
Income and Expenditure Headlines
Below are the headline financial figures. Further detail including rationale and assumptions
can be found in the financial forecast (appendix 1).
Year one is a short year of 9 months whilst year two and three are full fiscal years.
Pre Start
£43,487

Y1
£135,800

Y2
£156,707

Y3
£168,922

Expenditure Total

£12,000

£128,857

£166,153

£161,954

Surplus/ deficit - year
Surplus deficit cumulative
(cash)

£31,487

£6,943

-£9,446

£6,968

£31,487

£38,430

£28,984

£35,952

Income Total

Rationale
Expenditure is based on actual costs described in the outturn figures for Moseley Road
Baths which have been checked against two other community owned facilities (Castle Vale
and Withington in Manchester) to ensure they are accurate projections. Further, where
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possible, quotes have been obtained. Expenditure, therefore, is actual costs with a three
percent increase for inflation and cost of living increases year on year.
The income noted in the Council’s data for 2015/2016, which is mainly from public and
school swimmers, amounts to £102,663. We have allowed for an element of public
swimmers to reduce in the first instance with public swimming use reaching similar levels to
what they are now in year three.
MRB CIO has commissioned a report into energy and water savings and, in line with good
practice at most community pools, will be aiming to make water and energy savings in its
normal operations and through investment in suitable equipment. These are not factored
into the business model because investment will be dependent on fundraising and
operational savings are not yet quantifiable.
The income projections in this business model are based on:
• Initial seed funding and working capital of £55,000
• A reduction of public swimmers from current use (year 1) increasing to just above
current use year 3.
• Clubs available water time reaching 80% occupancy by year 3
• Schools available water time reaching 40% occupancy year 3
• Grant income in year 2 is at £30,000 and year three £15,000
There is, at present, no income estimation for the use of the slipper baths which will be
considered from year 2 onwards.
The pre-start income is a mixture of £15,000 secured from Bright Ideas and £28,487
working capital (seed) in order to enable the business to run efficiently whilst it builds up its
customer base.
In years 1, 2 and 3 the income is mainly derived from paying customers as identified above,
with a decreasing amount of grant income and a small apprenticeship rebate.
In year three the model becomes sustainable with a surplus of £6,968, with a cash position
of £35,952 which is just under three months' running costs.

Funding requirements
As noted above MRB CIO has to date secured £52,237 in development and seed funding, of
which £40,237 remains to form secured cash reserves for its first year3.. This included a very
successful crowdfunding campaign that almost doubled its target, raising £25,030. This level
of reserves provides time to the CIO whilst it increases its customer base. For the remaining
fundraising target of £39,000, applications are under way and and funding expertise secured
to identify further opportunities. Considering fundraising success to date and on
professional fundraiser advice we are confident that the remainder can be achieved within a
few months of the anticipated licensing arrangement / handover date.
3

£8,750 of this is due in April 2018 and thus is not reflected in the pre-start figure.
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Further options for future years or to cover extra investment are also being considered,
including:
• community shares
• membership within a charitable status (effectively subscription).

Continued Council / Coalition Support and Assistance
MRB CIO has been grateful for positive dialogue with the Council and Coalition partners
over the baths' future and has identified an alternative model to continue the operation of
the swimming facility, as outlined in this business plan. The model is tried and tested and
working in areas throughout England (including one in Birmingham) and therefore is
proposed as an achievable and viable community business model which will form a
necessary stepping stone to securing the building’s overall future as a community asset.
The following section identifies what MRB CIO identifies as a necessary enabler to secure
the future of the Moseley Road Baths.
MRB CIO seeks agreement from the council for a licence to operate the swimming facility as
described in this proposal to begin in April 2018, currently under negotiation.
MRB CIO seeks to have agreement that energy providers and utility providers would
continue with the Council/ partners and that the Council/partners re- invoice MRB CIO for
its fair and reasonable proportion on a quarterly basis.
MRB CIO has allowed for a level of routine maintenance to the swimming facilities within its
budget and would seek the Council’s / partners' agreement to continue to be responsible
for any plant maintenance above this level, and to the building, its maintenance and
development. MRB CIO will continue to support this area of work as a member of the
Coalition.
MRB CIO would seek agreement for a peppercorn rent agreement for the swimming
facilities.
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Section Six: Milestones
MRB CIO have achieved a number of milestones over recent months to enable them to be in
a position to manage the swimming facility post March 2018. This includes:
• Raised funds for and undertaken a full options appraisal of the building
• Raised funds and developed a business plan with a viable operational model
• Raised funds and employing a consultant with expertise in swimming and swimming
facility development
• Raised funds and employing an experience fundraising consultant
• Developed initial operational and governance policies
• Established a Charitable Incorporated Organisation
• Increased the governance capacity with new experienced trustees.
Below we have identified the key milestones that are necessary to reach between January
and March 2018 to enable it to be in a position to operate the facility:
Action
Establish a Charitable Incorporated Organisation
Recruit trustees to fill identified skill gaps
Develop operational policies and adopt them as
appropriate
Secure working capital for handover
Secure remainder of working capital
Establish new customer base e.g. groups and clubs (wet
side) water time
Recruit / identify business development manager
Recruit operational volunteers
Recruit operational staff
Induct and train staff / volunteers
Maintain schools contracts post March
Identify supply chains for equipment and secure
commitment/ to include energy efficiency
Undertake TUPE/ other due diligence processes
Secure licence to operate
Develop marketing materials and website
Identify contracted out services e.g. bookkeeping /
payroll/ accountancy/ HR.

By When
Achieved
Achieved
03/18

RAG

Achieved
08/18
Ongoing
03/18
03/18
03/18
03/18
Ongoing
03/18
01/18
02/18
03/18
03/18
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Appendix 1: MRB CIO Financial projections 2018-2020
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Appendix 2

- JOB DESCRIPTION: Operations Manager

SALARY:

£19,000 (37 hours per week)

BASE:

Moseley Road Baths, Balsall Heath, Birmingham

REPORTS TO:

Chair of the Trustees

MAIN DUTIES & RESPONSIBILITIES
1. To work closely with the Trustees and their business development adviser in the management of
Moseley Road Baths, including operations, programming, promotion, and development and staffing
including volunteers; ensuring that the Baths provides excellent customer service whilst achieving
business, income, financial and operational targets.
2. These duties include:•
•
•
•

To open and close the building ensuring the facility is prepared in line with the NOP and
EAP.
To be responsible for staff and volunteers on duty whilst on shift.
To conduct teaching and assessment for schools and swimming classes.
To conduct testing for Education and the Trust’s awards and badges.

Specific Duties:
3. To maintain records and registers for the swim lesson programmes, maintain and complete all
necessary building checks.
4. To promote the CIO’s Equal Opportunities policy in terms of employment and service delivery.
5. To ensure the safe and efficient operation of all plant and equipment within Moseley Road Baths and
to ensure compliance with the environmental standards.
6. To administer correspondence related to the day-to-day management and operation of Moseley Road
Baths.
7. To maintain quality systems and procedures of work which ensure good and consistent standards of
operation, maintenance and customer care.
8. To effectively and proactively oversee Health & Safety legislation and good practice and
ensure staff and volunteers are compliant with all Health & Safety policies and regulations.
9. Act as the responsible person for Moseley Road Baths with regard to legal requirements, asbestos
regulations, L8 legionella and management regulations for the Health and Safety arrangements of
external services.
10. To ensure all areas of the Centre are covered by appropriately qualified staff or
volunteers during hours of usage.
11. To monitor and maintain all records of the site.
12. To assist with the performance monitoring of onsite contractors, where applicable
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13. To be responsible for all aspects of security.

GENERAL INFORMATION
1. The above requirements of the job are intended as a basic outline. There may be other tasks related to
ensuring customer satisfaction, care and safety. The Operations Manager is expected to take a
proactive approach as the business develops.
2. In addition to these responsibilities and tasks, the Operations Manager will be expected to conform to
the Codes of Conduct for all staff and will be expected to comply with the Company’s procedures,
policies and processes. Disclosure of confidential information may constitute gross misconduct.
3. To undertake any other duties as may reasonably be requested by the Trustees which are consistent
with the expectations and duties and responsibilities of the post.
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Appendix 3
AQUATIC ASSISTANT JOB DESCRIPTION
Job Title:

Lifeguard / Aquatic Assistant/ Swim Instructor

RESPONSIBLE TO:

Pool/Duty Manager

HOURS:

30 hours per week

REMUNERATION:

National Living Wage £8.45 ph.

HOLIDAYS:

28 DAYS INCLUDING BANK HOLIDAYS (Pro Rata to 40 hours)

JOB PURPOSE:
To supervise the security and safety of the public ensuring their enjoyment in all areas of the facility and
carry out rescues as required.
To assist the Pool/Duty Manager in the preparation and activities of the Pool in a professional manner to
ensure a high quality of service is provided to pool users and visitors.
To maintain the facility to a high standard of cleanliness and hygiene at all times
JOB ACTIVITIES / RESPONSIBILITIES
1. To interact with the public responsibly and welcome all users of the facilities promoting a positive
image of the facility by the provision of high quality customer service.
2. To comply with the Pool Safe Operating Procedures at all times.
3. To maintain a vigilant watch of the swimming pool areas in accordance with the operating
procedures and take necessary action to ensure the safety of all pool users and staff.
4. To support users e.g. schools to learn to swim providing swimming instruction and lessons as
appropriate to the session.
5. To check the safety of equipment in areas of responsibility and report any damage or malfunction
of equipment, plant or building fabric to the Duty Manager immediately after discovery.
6. To assist in the preparation and operation of events and activities, including the assembly and
dismantling of equipment and minor repairs when required.
7. To ensure that a consistently high level of cleanliness and hygiene is maintained throughout the
facilities at all times.
8. To ensure that lost property is handled and recorded in line with procedures.
9. To patrol all areas of the facility and ensure that all areas are being used in the correct manner,
making suitable adjustments as necessary.
10. To assist the Duty Manager in maintaining sports activity, activity areas and stores in a clean, safe
and tidy manner.
11. To assist in the opening and closing of the facilities when required and assist in monitoring the
security of the premises at all times.
12. Assist with the supervision and control of children’s activities including parties, play schemes and
courses.
13. Attend regular Lifeguard training sessions to ensure ongoing personal development and compliance
of the requirements of the National Pool Lifeguard Qualification.
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14. Perform inspection of pool safety equipment including rescue aids and alarms in accordance with
the operating procedures.
15. Perform routine checks of customers’ receipts to ensure proof of payment for entry to the
swimming pool.
16. Carry out regular checks of the changing facilities, paying particular attention to customer safety,
facility operation, security, cleanliness and hygiene.
17. To comply with the Pool’s Health and Safety procedures at all times.
18. To report any matter of concern to the Duty Manager immediately.
19. To prepare activity areas involving the setting up/dismantling of equipment.
20. To ensure that all Pool equipment is stored safely and securely when not in use.
21. To report any maintenance issues using the appropriate procedures.
22. To assist the Duty Manager with any tasks involved in the operation of the Pool.
23. To undertake any suggested training requirements.
24. To attend relevant training courses, as required by the Trust, to maintain the ability to carry out the
duties of the role effectively.
25. To attend staff meetings as required.
26. To comply with the Emergency Action Plan for the facilities and assist with any such incidents in the
appropriate manner.

ESSENTIAL
1. National Pool Lifeguard Qualification.
2. Swim Teacher / Instructor qualification
3. Skill in the application of life-guarding surveillance and rescue techniques.
4. Commitment to team-working, and respect and consideration for the skills of others.
5. Excellent communication skills when dealing with the public.
6. Ability to react calmly and effectively in emergency situations.
7. Ability to prepare routine administrative paperwork.
8. Knowledge of CPR and emergency medical procedures.
9. Ability to follow routine verbal and written instructions.
10. Knowledge of customer service standards and procedures.
11. You should be available to work weekend and early evening shifts.
DESIRABLE
1. Qualified first aider.
2. Previous work as a lifeguard.

OTHER
DBS ETC.
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Contact Address:

Moseley Road Baths C.I.O.
C/O St. Paul’s Community Development Trust
Hertford Street
Balsall Heath
Birmingham
B12 8NJ

Email: keepswimming@moseleyroadbaths.org.uk
Website: www.friendsofmrb.co.uk/about/mrb-action-group
Telephone: 0121 449 8348
Contact Name: Karen Leach (Chair)
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