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1. Executive Summary 
 
1.1 Sandgate Hydrotherapy Pool (hereafter referred to as the Pool) was built in 1977 through 

donations received through public subscription. The fundraising was led by members of 
Westmorland MENCAP, who have continued their support for the Pool ever since, more latterly 
through the Trustees of South Lakeland Hydrotherapy Trust. During the intervening years the Pool 
has been operated by Cumbria County Council. The Pool now resides within the People 
Directorate, with budgetary responsibility resting with the South Lakeland Local Committee. 

 
1.2 Due to the unique nature of the services provided at the Pool, it has been possible to secure long 

term partnership funding arrangements with a number of key stakeholders, these being 
Morecambe Bay Clinical Commissioning Group, South Lakeland District Council, and Kendal Town 
Council. Further additional fundraising has been co-ordinated on an on-going basis by the South 
Lakeland Hydrotherapy Trust, which has led to significant improvements being made to the Pool 
building, and an increase in the level of service provided to Pool users.  

 
1.3 We believe that our priority work areas have a vital contribution to make in achieving the 

aspirations of our host authority Cumbria County Council’s Council Plan 2018 – 2022. 
 
1.4 The Council’s vision being:  
 

A Council that works with residents, businesses, communities and other organisations to deliver 
the best services within the available resources. 

 
1.5 The Council’s key priorities being: - 
 

• People in Cumbria are healthy and safe; 
• Places in Cumbria are well connected and thriving; 
• The economy in Cumbria is growing and benefits everyone. 

 
1.6 A staffing structure chart is provided below. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 

 
 

2. Aims and Ambitions 
 
2.1 The Pool offers a unique service to the population of Cumbria, the benefits of hydrotherapy have 

been well known for many years. The Pool offers these benefits to swimmers and non-swimmers 
in a supportive, non-competitive environment that affords privacy. Key benefits for Pool users 
include the ability to: - 

 
• Move more easily 
• Relax your body 
• Regain fitness following an operation or accident 
• Ease pain 
• Perform gentle all body exercises 
• Improve circulation and breathing 
• Build self confidence 

 
2.2 The Pool has a number of key objectives which include: - 
 

• To provide therapy at an affordable cost 
• To provide a Pool heated to 94˚F (10˚F higher than a public swimming pool) 
• To provide personal/specialist sessions 
• To facilitate confidence building and emotional support 
• To provide an environment for social interaction 
• To maintain and improve the Pool facilities 
• To provide a leisure facility for the disabled and their families 

 
2.3 To continue to develop the Pool further, Cumbria County Council and the South Lakeland 

Hydrotherapy Trust have agreed to work in partnership. Each organisation has a clear remit in this 
partnership and these are articulated below. 

 
2.4 The Role of Cumbria County Council 
 

Cumbria County Council is responsible for the safe and efficient operation of the Pool, specific 
roles include: - 

 
• Financial accountability including efficient procurement 
• All aspects of health and safety and meeting relevant legislation 
• All aspects of human resources as employers of the Pool staff 
• Ensuring staff are trained to required standards, so as to provide a ‘perfect’ experience for 

pool users based on needs 
• Admission price policy 
• Marketing and promotion of the Pool and the services it provides both internally and 

externally 
• On-going maintenance of the Pool plant and building 

 
  



 
 

 
 

2.5 The Role of South Lakeland Hydrotherapy Trust 
 

In support of Cumbria County Council, the South Lakeland Hydrotherapy Trust has agreed to 
provide a range of support services and advisory functions. These include: - 
 
• Fundraising in the local community to continue to improve the Pool facilities and services 
• Advice on financial matters including appropriate admission prices 
• Promotion of the Pool and the services provided 
• Opportunities for the development of services and the Pool building 
• To support the initial vision of MENCAP to help the disabled in our community 
• To help ensure that all areas of disabilities are offered support by the Pool 
• To help make the Pool a centre of excellence 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 

 
 

3. Progress and Achievements 
 
3.1 A range of tools will be used to continually improve the services provided at the Pool. The 

Individual performance measures will include on-going monitoring of performance by Cumbria 
County Council, which will include the following: - 
 
• Financial performance 
• All aspects of health & safety  
• Service development including usage figures 
• HR including staff appraisals 
• MYMOP Survey with all new Pool clients 
• Annual Customer Satisfaction Survey 

 
3.2 Regular reporting to the Joint Cumbria County Council / South Lakeland Hydrotherapy Trust 

Steering Group, which will include but is not limited to the following: - 
 

• Pool developments 
• Financial information and fund raising activities 
• Usage figures 
• Health & safety information 
• Tracking service impact the MYMOP survey 

 
3.3 Cumbria County Council will also commit to adopt a process of continuous improvement which 

will include the usage of a relevant continuous improvement framework to further develop the 
services at the Pool. 

 
3.4 A summary of the achievements from 2018-19 is articulated below.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 

 
 

4. Measuring the Impact of the Service 
4.1 The need to demonstrate the impact the services provided at the Pool have on the lives of clients 

has for some time been required. This is especially true in the current climate of financial 
austerity, when long term funders of the Pool are reviewing their investments carefully, and 
where structures, particularly in the area of health services are changing at a rapid rate.  

 
4.2 To support this, it was agreed that a more in depth survey of pool users was required, seeking 

their views on their feelings of general wellbeing and levels of activity as a result of regular usage 
of the Pool. Given the limited capacity available at the Pool, a simple system has been adopted 
using the recognised Measure Yourself Medical Outcome Profile (MYMOP) approach. An initial 
mass survey was undertaken back in 2016, which captured some extremely positive results and 
the Pool now survey new clients on an on-going basis to demonstrate the impact of the services 
provided to these clients. 

 
4.3 MYMOP is a patient-generated, or individualised, outcome questionnaire. It is problem-specific 

but includes general wellbeing. It is applicable to all patients who present with symptoms, and 
these can be physical, emotional or social. It is brief and simple to administer. 

 
4.4 On the first occasion the questionnaire is completed with confidential support. The patient 

chooses one or two symptoms that they are seeking help with, and that they consider to be the 
most important. They also choose an activity of daily living that is limited or prevented by this 
problem. These choices are written down in the patient’s own words and the patient scores them 
for severity over the past week on a seven-point scale. Lastly wellbeing is scored on a similar scale. 
On follow-up survey, which takes place 12 weeks later, the wording of the previously chosen items 
is unchanged. 

 
4.5 Several published studies have shown that MYMOP is practical, reliable and sensitive to change. 

These studies have involved patients who have received treatment from both orthodox and 
complementary practitioners for a range of problems. 

 
4.6 The focus of the study was to look at four main questions, these being, as a result of using the 

services provided at the Pool during the period: - 
 

• Has the severity of primary symptoms improved? 
• Has the severity of secondary symptoms improved? 
• Has the ability to perform an identified activity improved? 
• Has the feeling of general wellbeing improved? 

 
4.7 The results of the survey are captured in an annual report, and have shown to be extremely 

positive since the inception of the survey in 2016-17. A full copy of the report is available upon 
request from the Pool Manager. 

  



 
 

 
 

5. Financial Position 
 
5.1 Budget 2019-20 
 

The following table provides an overview of the Pool budget for the 2019-20 financial year. For 
the first time, the budget includes specific references to additional costs previously borne by 
Cumbria County Council, which have not been previously included within the overall budget 
figures. These amounts include identified line management and supervision costs, which equate 
to 0.5 days per week in total, undertaken by a senior manager, and also a range of in-kind back 
office functions, provided through Cumbria County Council, such as HR services, Payroll, 
Insurances etc.  

 
The identification and inclusion of these costs supports the view of the Joint Steering Group that 
the Pool must operate on a true and sustainable financial footing. 
 
Income projections for the year are lower than previous years. This is due to the pool scheduled to 
be closed for a period of around 8 weeks in order for a new roof to be installed. This is a significant 
project, which is being project managed by Cumbria County Council with the funding being 
provided through South Lakes Hydrotherapy Trust. 
 
The new roof will not only future proof the building, it will also serve to reduce on-going utilities 
costs, as it will incorporate a range of PV solar panels, thereby reducing energy costs for the 
building moving forward. The costs of this project are not identified in the budget below, but will 
be in the region of £150k.   

 
Income Amount £ 
Partnership Funding 20,000 
Operational Income – Individuals 66,000 
Operational Income – Groups 12,000 
Cumbria County Council – Revenue Budget 33,000 
Cumbria County Council – Capital Budget 12,500 
Cumbria County Council – In-Kind Contributions 5,500 
Total Income 149,000 

 
Expenditure Amount £ 
Management & Operational Salaries, On-Costs & CPD 87,630 
Supplies and Services 14,100 
Premises 23,050 
Cumbria County Council – In-Kind Contributions 5,500 
Cumbria County Council - Capital Charges 12,500 
Total Expenditure 142,780 

 
Balance of Income over Expenditure 6,220 

  (Note: Any balance figure to be used as a contribution to the roof and solar panel development project) 
 
5.2 Long Term Cash Flow Forecast 
 

The Joint Steering Group has produced a long term financial forecast, which supports the aspiration to 
reduce the reliance on on-going Cumbria County Council revenue funding, and increase the opportunities 



 
 

 
 

for a long term commissioned service funded via the emerging health structures across the Morecambe 
Bay.  

 
A 5-year funding agreement with South Lakeland District Council has been agreed, and on-going funding 
via Kendal Town Council is being explored.  

 
The following table provides details of the approach to the long term financial position of the Pool, which 
focuses on reducing the operating costs, whilst at the same time increasing the revenues achieved from a 
range of sources. This will enable to the current revenue budget provided through Cumbria County Council 
to reduce over the period. 
 
Critical to the success of this approach will be the ability for the Pool to be commissioned by Health 
partners to deliver on their prevention agendas during this period. 

 
 2020-21 2021-22 2022-23  
Income Amount £ Amount £ Amount £ 
Partnership Funding / Commissions 25,000 25,000 25,000 
Operational Income – Individuals 15,000 15,500 16,000 
Operational Income – Groups 81,800 83,500 85,000 
Cumbria County Council – Revenue Budget 15,000 15,000 15,000 
Cumbria County Council – Capital Budget 12,500 12,500 12,500 
Cumbria County Council – In-Kind Contributions 5,500 5,500 5,500 
Total Income 154,800 157,000 159,000 
Expenditure Amount £ Amount £ Amount £ 
Management & Operational Salaries, On-Costs 
& CPD 

89,250 90,900 92,700 

Supplies and Services 14,300 14,600 14,900 
Premises 23,500 23,950 24,400 
Cumbria County Council – In-Kind Contributions 5,500 5,500 5,500 
Cumbria County Council - Capital Charges 12,500 12,500 12,500 
Total Expenditure 145,050 147,450 150,000 
Balance of Income over Expenditure 9,750 9,550 9,000 

  (Note: It is anticipated that any surpluses achieved will be carried forward into subsequent financial years to support the  
development of the service) 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 

 
 

6. SWOT Analysis 
6.1 The following SWOT analysis looks at internal and external factors which the Pool will need to be aware of 

moving forward. The internal factors (strengths and weaknesses) and the external factors (opportunities 
and threats) will need to be considered carefully and used to inform the future priorities of the 
organisation. 

 
Strengths Weaknesses 
• Experience of key staff. 
• Positive feedback from key user groups and 

stakeholders on performance. 
• Confirmation of continuation of revenue 

funding from CCC. 
• Experience and commitment of members of 

South Lakeland Hydrotherapy Trust. 
• Widely regarded as being a lead provider of 

therapeutic water based activity in Cumbria. 
• Better positioning within Cumbria County 

Council to influence and advocate at a local 
level. 

• Increased awareness by local committee of 
the services provided. 

• Improved understanding of the impact of 
the service through the use of the MYMOP 
survey.  

• Increased feedback from clients through the 
annual customer satisfaction survey. 

 

• Office systems. 
• Lack of experienced additional staff for 

emergency situations. 
• Age and condition of pool plant. 

Opportunities Threats 
• Increased awareness with key individuals in 

the health sector regarding the benefits 
provided by the Pool in supporting their 
objectives. 

• Positioning and strengthening of the role the 
Pool can play to support achievement of 
outcomes for Cumbria County Council. 

• Ageing Population agenda. 
• Strengthening links with GP’s and their 

understanding of the services provided at 
the Pool. 

• Relationship with University of Cumbria 
Physiotherapy Department to be built upon 
to look at placements and potential 
succession planning. 

 

• Current governance arrangements may 
reduce ability to be commissioned. 

• Suitably qualified personnel to replace 
existing staff should they leave/retire. 

• Continuation of funding from Cumbria 
County Council. 

• Continuation of funding from key funding 
partners, specifically the health sector. 

• Changing landscape in local healthcare 
services leading to reduced focus on 
prevention services provided at the Pool. 

 
 



 
 

 
 

7. Priorities 2019-20 
7.1 The following priority work areas have been identified for the coming year, all of which contribute 

to the on-going development, and sustainability of the service. 
Ambition 1: Deliver financial efficiencies to ensure the on-going sustainability of the Pool 
• Continued efficiencies in the operation of 

the Pool have been realised. 
• Opportunities for Pool improvements 

leading to long term financial savings have 
been identified. 

• Usage figures continue to increase, thereby 
maximising income potential.  

• Deliver the pool roof project, leading to improved energy 
efficiency of the pool, and future proofing the facility. 

• Work with representatives from Cumbria County Council and 
South Lakeland Hydrotherapy Trust to explore ways in which 
operating costs can be reduced further. 

• Increase attendance levels at all self-management classes to a 
minimum of 14 per class. 

• Identify appropriate opportunities for increased pool usage.  
Ambition 2: Ensure the Pool is safe, friendly and offers a welcoming environment 
• The Pool’s operations comply with all 

relevant health and safety legislation, with 
improvement areas identified and resolved. 

• Pool users feel safe and supported leading 
to continued usage. 

• A highly skilled workforce is in place to 
provide an effective service to Pool users. 

• Improve health and safety policies and procedures at the Pool 
in line with recommendations of on-going audits and 
inspections. 

• Ensure all staff receive on-going high quality training to ensure 
the quality of service provided is maintained and developed, 
leading to the Pool being regarded as a centre of excellence in 
hydrotherapy services. 

• Delivery of a programme of support and training for carers and 
helpers relating to emergency actions and evacuations, 
specifically usage of the hoist in such situations. 

• Continue to work with representatives of the South Lakeland 
Hydrotherapy Trust and Cumbria County Council to further 
improve the Pool building through on-going developments. 

Ambition 3: The profile of the Pool and its services is raised both internally within Cumbria County Council 
and in the wider community 
• Key Officers and Members are more aware 

of the benefits of the services provided at 
the Pool and the contribution these make 
to deliver the outcomes of the Council Plan. 

• Key stakeholders are more aware of the 
benefits of the services provided at the 
Pool, and the contribution these make to 
support their outcomes. 

• The local population are more aware of the 
benefits of the services provided at the 
Pool, and how these can be accessed. 

• Work with representatives of the South Lakeland 
Hydrotherapy Trust, Cumbria County Council, and Health 
partners to continue to explore ways in which the Pool can 
support the achievement of health outcomes in the 
Morecambe Bay area, leading to the development of a 
commissioned service. 

• Attend Local Committee meetings and Working Groups on a 
regular basis to provide updates to Elected Members regarding 
the Pool. 

• Engage with colleagues in Public Health to enable them to 
advocate the benefits of hydrotherapy services with wider 
health colleagues. 

• Continue to deliver a marketing and communications plan in 
the local area with support from Cumbria County Council. 

• Undertake further engagement with local GP’s regarding the 
benefits derived through hydrotherapy, leading to increased 
referrals from this route.  

Ambition 4: A philosophy of partnership working is maintained and developed in the operation of the Pool 
• An effective partnership between Cumbria 

County Council and South Lakeland 
Hydrotherapy Trust is maintained leading 
to improved service delivery. 

• Continue to engage with representatives of the South Lakeland 
Hydrotherapy Trust in all aspects of the operation of the Pool. 



 
 

 
 

 


