
TENTERDEN LEISURE CENTRE TRUST LIMITED (“the Trust”) 

Minutes of a special board meeting on 24 February 2021 
to discuss and agree on the Trust’s future proposed involvement (if any) with the leisure centre 

Present: Matthew Roberts (chair), Graham Smith, Simon Robinson and Justin Nelson (minutes) 

Apologies: Suzanne Newick and Jo West 

The proposal to trustees drafted by Matthew Roberts and Graham Smith was used as the basis for 

the discussion of all options available to the Trust, from withdrawing altogether from involvement 

with the leisure centre to directly operating the centre itself. 

Background 
1 A year ago, the Trust had agreed in principle with Ashford Borough Council (ABC) that 

the Trust did not have the resources to run the contract procurement process and that 

ABC should take it over with a view to procuring a contract direct with an operator, and 

this agreement in principle was followed up by the Trust agreeing to Max Associates 

advising ABC (instead of the Trust) on the procurement process and the Trust 

transferring to ABC £40,000 as the estimated cost of the procurement process. 

2 However, no commitment to that transfer of responsibility had been given and the Trust 

was uncomfortable with having no real say in the running of the leisure centre and with 

giving up its income (see below). That said, the Trust recognises the inconvenience and 

irritation that a change of mind would case and would not change its mind lightly. 

3 Based on historical information, the income foregone would be of the order of £50,000, 

rising with inflation, per year: £15,000 plus RPI increases as the basic fee payable by 

Serco under the Agency Agreement; the profit-sharing entitlement payable under the 

Agency Agreement; £4,500 per year payable by ABC under the Funding Agreement for 

administration; the value of clerking help due from ABC under the funding agreement. 

The Trust cannot simply give up that entitlement without good justification. 

4 Though the Trust has received valuation advice that would appear to justify it 

surrendering its lease of the leisure centre for no consideration, this advice does not 

appear to take into account the above income loss that would result, so needs to be 

taken with a pinch of salt. 

5 The Trust has received (informal) legal advice, pointing out that its objects are “the 

provision of a community and sports centre and other recreational facilities and 

activities”, indicating that the Trust is under a legal obligation to “provide” the leisure 

centre. While these objects could be amended (with the agreement of the Charity 

Commissioners) such an amendment would need to be explicitly justified. 

6 The lack of resources for the Trust, in terms of trustees, has been significantly addressed 

by the recruiting of Matthew Roberts with his direct useful experience and expertise as a 

trustee, and by the subsequent recruitment (to be ratified) of two further trustees with 

significant and varied commercial experience and associated skills. The Trust is therefore 

in a better position than it was a year ago, and there is scope for recruiting more 

trustees: the Trust’s constitution allows for up to three more trustees to be recruited. 

7 The Trust has agreed to adopt a wider remit, intended to cover sports, leisure and 

fitness facilities in Tenterden and the surrounding area generally, and to include the 

operation of the Recreation Ground if invited to take on this role by the town council 

and if terms of reference and operation can be agreed. 



8 The trustees therefore consider it appropriate – indeed, obligatory, to consider the 

Trust’s options afresh. 

9 At a meeting on 03 February 2021, ABC agreed to give the Trust one month to set out its 

own proposals on a way forward. Agreeing those proposals was the purpose of this 

meeting. 

Outcome 
After lengthy discussion of all the options, it was agreed that the viable options that the Trust could 

put to ABC for consideration were – 

A: Surrender of lease in exchange for a guaranteed income 
The Trust could justify giving up its involvement in the running of the leisure centre, and give up its 

income from that involvement, in exchange for annual revenue of £50,000 – calculated as above – 

guaranteed by ABC (and presumably funded out of the operation of the leisure centre). 

This would allow the Trust to focus instead on the wider remit it intends to take on, without 

foregoing the income that it would need to fulfil that remit. 

From ABC’s point of view, this would give it a “clear run” at procuring a new operator contract for 

the leisure centre, covered by the monitoring process it has put in place for the Stour Centre and the 

Julie Rose Stadium. 

B: Trust to remain as operator, with ABC as manager 
The Trust would remain as tenant of the leisure centre, but would appoint ABC as its manager, 

subject to agreed parameters for the operation of the leisure centre (including providing an income 

for the Trust) and subject to periodic review of those parameters in the light of changing needs, 

customer demands and commercial circumstances. 

This would give the Trust the income it needs (as per Option A above), but give ABC a free hand 

(within the agreed parameters) on negotiating terms with the “on the ground” operator and 

monitoring the performance of that operator. 

C: The structure to remain as it stands 
ABC would remain as landlord and the Trust as operator, along the lines of the current arrangement, 

modified in light of current commercial circumstances and the procurement of a new Agency 

Agreement by the Trust, with Max Associates transferred back to advising the Trust – albeit in close 

liaison with ABC, not least because any agent will insist that ABC stands as guarantor in pandemic 

circumstances or should the Trust fail. 

It was agreed that GS should put these options to ABC for comment and discussion. 

It was recognised that the Trust, in particular, needs to act expeditiously: agreement in principle, 

supported by the exchange of a letter of intent (to minimise the chances of a further change of 

mind) as soon as possible – ideally by 31 March 2021, to allow time for the operator’s/agent’s 

contract procurement process to be completed and a new contract in place before the (soon to be 

extended) Agency Agreement with Serco comes to an end. 
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